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Best Practices Qi de

COLLAB O RATE WATH

CONTRIBUTE TO

Rei nventing USAID s Approach to Training

Basic to USAID s approach to reengi neering has been “rethinking,

stream ining, and inproving every aspect of how it does business.”
(Results-Oriented Operations Reengineering 4/94) USAIDs Ofice of Humai
Capacity Devel opnent (G HCD) has taken on this challenge by reinventing
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USAI D' s approach to training host country nationals, wth the objective «
achieving results fromtraining i nvestnents. Through the Best Practices
Gui de, and conpani on subgui des, HCD offers gui dance to those who pl an,
manage, and monitor training. As a training professional, you can keep p:
wi th USAI D reengi neering and achieve results fromtraining by follow ng t
“best practices” of training as presented in these docunents.

The fundanental theme of the Best Practices Guide is result-oriented
training. There are a few key concepts tied to this thene, concepts that
fundanmental to each best practice:

“Inmprovenents in institutional performance” is the result you are seeking
fromtraining. You nust continue to be concerned about the satisfaction

| evel s of trainees and whether they are gaining the intended skills,
know edge, and attitudes. However, you should shift your focus to trainit
application and its effects on the services and product your partner
delivers to its custoners. Through traini ng—er human capacity devel opnent
the broader |evel —you are trying to help your partner inprove its

per f or mance.

Trai ning produces “internediate results” that enable a higher |evel of
result to be achieved. Training contributes to “inproved institutiona
performance” which is an internediate result, or a precondition, that
enables USAID to achieve a strategic objective. Training, then, is a too
used to achieve results that contribute, at l|east theoretically, to
strategi c objectives. The |inkages between training results, the
internedi ate results of Results Packages, and strategi c objectives are
denmonstrated in a Results Framework, or the devel opment hypothesis that i
t he basis of USAID assi stance.

Training nust be integrated with other activities in a Results Package.
Eval uati ons of training have taught us that training, by itself, is unlil
to achieve results beyond the individual |evel. However, when you
strategically m x the timng and substance of training with other USAID
activities, you will greatly enhance your chances of achieving higher-1Ie\
results.

A change in approaches requires that you redefine roles and rel ati onshi ps
Your role is no | onger confined to managi ng training, processing docunent
or tracking individual participants. You are a key stakehol der and nust |
arole in strategically planning training, managing for results, nonitori
performance, and denonstrating the |ink between training and strategic
obj ectives. Teamwrk and accountability are essential to results-orientet
trai ning, which neans that you nust:

*be informed about USAID’s reengineering efforts, your missions’ strategic objectives, and the¢
role that training can play

sestablish a relationship with strategic objective teams

*be proactive and participate in the early stages of planning as a training professional
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ecollaborate with SO/RP teams, partners, customers, and contractors at each stage of the proc

Appl yi ng these concepts will change the way you approach every aspect of
pl anni ng, inplenenting, and nonitoring training. Exanples of the ways yol
approach will change are shown bel ow

From a traditional approach To a reengineered approach

providing training as a single, independent
input

strategically integrating training with
other activities in & Results Package

assessing training supply and demand analyzing skill deficits in partner

institutions

pracessing individuals collabarating with partner institutions

upgrading skills and knowledge improving insttutional performance

selecting trainees based on individual merit
or potential

selecting individuals who can affect
institutional; performance

outlining individual learning objectives in
Training lmplementation Plans

identifying expected results and
outlining plans in Stakehalder Training
Agreerments

enrolling trainees in off-the-shelf courses designing a 'total learning experience”

praviding cerificates and sponsoring alumni
asgociations

designing post-training suppart that
enhances institutional performance

\ 2K AL 2R 2K 20 AL B AR ke

assessing satisfaction levels measuring changes in performance

El ements of the traditional approach remain inportant, but are no | onger
sufficient in a reengi neered USAID. W nust enhance the traditional appr«
by shifting our enphasis to a results-oriented approach to training. The
Best Practices Guide and the subguides are intended to help you make the
transition.

Overview of the Best Practice Guide and Subgui des

The Best Practices Guide is designed to help you, as training profession:
reinvent the way you plan, manage, and nonitor training. It is not a pol
manual . It is not a blue print. It is a “road map” to help navigate the
process of training. The destination is the point where training nmakes it
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optimal contribution to achieving USAID strategic objectives.

The Best Practices Guide highlights nine practices, as shown on the

foll owi ng page. The practices are rem nders, or “road signs,” of what ne¢
to be done to achieve results. For each practice, the guide sunmarizes it
i nportance, strategies and key steps for inplenmenting it, and where it i:¢
addressed in USAID directives. The practices are not listed in strict
sequential order; you may seek gui dance on any particular issue at variol
points in the process. The Best Practices Guide reflects the | essons |eal
fromten years of experience with the HRDA project, from other USAID-func
training projects, and fromleading U S. universities and private

cor porati ons.

HRDA has al so devel oped subgui des related to several best practices. The
subgui des are written to provide greater details, illustrate key points,
of fer practical exanples. At this point, subguides are available on five
best practices:

Contribute to Strategic Pl anni ng

Col | aborate wi th Stakehol ders.

Identify Training Needs in the Partner Institution
Contribute to Inprovenents in Organizational Performance
Monitor Training for Results

Wth the Best Practices Guide and subgui des, you will be prepared to off«
sound i nput to your mssion s reengineering efforts. Your understanding ¢
the concepts and practices will make you a val ued and respected nemnber ol
any team Above all, you will increase your chances of planning, mnagi ng
and nonitoring results-oriented training—training that contributes to yol
m ssion’s strategic objectives.

1. Contribute to Strategic Pl anning

Why?

Contributing a human resource perspective during the problem anal ysis ant
deci si on- meki ng stages of planning ensures that: training serves as a
strategic tool in neeting USAID objectives; training inplenmentation has :
results-orientation; and there is a nore meani ngful basis for performance
nmoni t ori ng.

How?
Partici pate on key planning teans.

Identify teans that m ght require or benefit fromthe expertise or a hum
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resource or training specialist.

Negoti ate participation on these teans with the team | eader or other
col | eagues.

Prepare to be an effective team nenber
Become fam liar with reengi neering concepts and processes.

Gat her know edge by review ng rel evant docunents and tal king to key pl ay¢
at USAI D, counterpart organi zations, potential partner institutions, and
ot her international agencies.

Devel op or upgrade skills in problemanalysis, critical thinking, teamaor
negoti ati on, and deci si on- maki ng.

Plan to contribute to and affect the planning process.
Contri bute a unique perspective to the teans' work

Encourage teans to consider the human resource inplications in achieving
strategi c objectives and results.

Serve as a resource on issues related to institutional performance and hi
capacity devel opnent.

Provi de net hods and tools for assessing human resource constraints.

REFERENCES: ADS Chapter 253

253.3.1 Strategic objective teans nmake sure that human capacity devel opi
needs are adequately planned for as integral conponents of m ssion
activities, and are conmpetently adm nistered. They identify devel opnment
i npact objectives of training and plan for their achi evenent.

2. Col | aborate with Stakehol ders

Why?

Reengi neered operations within USAID require a participatory approach wt
st akehol ders involved in and supportive of USAID devel opnent prograns ai
activities. The intermediate results desired through training cannot be
achi eved wi t hout stakehol ders working together to ensure inproved
performance of trainees as well as inproved institutional perfornmance.

How?

Use skills in strategic planning, needs assessnent, institutiona
devel opnent and facilitation as well as expertise in planning and managi
training to devel op and strengthen col | aborati on.
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Identify stakehol ders for each training intervention proposed as part of
Resul t s Package.

Identify the client within each stakehol der group. Clients will be thoss
i ndi vi dual s who have vested interests in achieving specific institutiona
performance changes as wel |l as decision-making authority that affects the
successful completion of the training planned.

Est abl i sh working relationships with clients, including neeting with ther
di scuss needs and training solutions and to devel op a Training Partnersh
Agr eenent .

Wor k t hroughout the training process to maintain client conm tnment and
support for training outcones and to docunent post-training changes in tl
wor kpl ace.

REFERENCES: ADS Chapter 253

253.2 Training is based on a fornmal training agreenment anong
st akehol ders and clients reflecting their nmutual interests and
responsibilities.

253.5. 1f ... stakehol ders may include the particular m ssion,
participant’s enpl oyer, progranmm ng contractor, training provider(s) and
ot hers.

253. 5. 1f St akehol der training agreements set nutually agreed upon
devel opnent i npact objectives, a programfor achieving those objectives,
time table, and outcone neasures. Agreenents nmay be generic for all trait
attendi ng a given programor be specific to the individual trainee.

3. Identify Training Needs in the Partner Institution
Why?

Trai ning desi gn cannot proceed wi thout the identification of training ne¢
within partner institutions. Training needs analysis nust takes place wt
the organi zation targeted to benefit fromtraining so that the specific
performnce weaknesses that hinder the achi evenment of USAID s internediat
results can be addressed.

How?

Det ermi ne which strategic results can be addressed through human resour c¢
devel opnent .

Assess the current situation and determ ne the changes in know edge, ski
or attitudes (KSA) required to attain desired results.

Determi ne the inprovenments in know edge, skills, or attitudes that
training can bring about.
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Det ermi ne whether or not a training solution is a cost-effective anc
efficient means to attaining desired results.

I nvol ve stakeholders in the assessnent process: include USAID, technica
experts, host governnment |eadership in sector, partner institution

| eader shi p, workgroup supervisors, potential trainees, and end-users of
products and servi ces.

Conduct needs assessnents for each institution, group and individual
t ar get ed.

Provide training where there is the greatest opportunity for inproving at
institution or a group's ability to contribute to strategic objectives.

REFERENCES: ADS Chapter 253

253.5. 11 The mission shall assign the follow ng duties...

perform ng appropriate training needs assessnents...

4. Contribute to Inprovenents in Organizational Perfornmance

Why?

In many cases, Results Packages are designed to inprove the capacity and
performance of institutions that are key to achieving USAID strategic
obj ecti ves.

How?
- Identify and work with clients in the partner institution.
- Require that partner institutions or groups:

- denmonstrate a conmmtnment to i nproving performance and have a track
record of some successes

- have the resources available to use the new skills and know edge of
the trainees upon their return

- guar ant ee i nvol venment of | eaders and supervisors in identifying
trai nees, setting training objectives, preparing trainees for the
| ear ni ng experience, helping ensure their application of skills upo
return, programming follow on and nonitoring results

- provi de for adequate managenent whil e enpl oyees are away for train

- can serve as a nmodel to other institutions of howto |everage train
to help an institution devel op
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- Work with supervisors and managers to clarify how training wll
benefit their staff, inprove performance and support departnental
obj ecti ves.

- Establish, in coordination with the partner, a baseline of present
performance in order to pernmit reliable nmonitoring of the training
results when necessary.

- Formal i ze managenent's support and specify their responsibilities
the Training Partnership Agreement as well as Training Agreenents f
each training program pl anned.

REFERENCES: ADS Chapter 253

253.2.2 Training is based on a formal training agreenment anong
st akehol ders and clients reflecting their nmutual interests and
responsibilities.

5. Sel ect Trainees with the G eatest Potential to Initiate and
Sust ai n Change

Why?

A rigorous process should be applied when selecting trainees, just as whe
strategically targeting institutions. The process shoul d produce candi d:
who are able to inprove the partner institution s perfornmance, thereby
contributing to USAI D objecti ves.

How?

I nvol ve stakehol ders and forner trainees in decisions about recruitnment ¢
selection criteria and met hods.

Address gender and, if appropriate, other factors (such as desiring a
geographic spread of training benefits) when nmaki ng deci si ons about
candi date recrui tment and sel ection.

Require witten selection criteria and a selection commttee for every
training activity proposed.

Ensure that trainees are those in the organization who are nost likely t«
- |l earn fromand use training on the job

- have the greatest impact on organizational change

- have the skills and notivation to share their know edge with others

Formal i ze trainees' responsibilities before, during and after training it
Trai ning Agreenent to be signed by trainees and their enpl oyers.
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REFERENCES: ADS Chapter 253

253.4.12 Training Agreenent: An agreenment anong stakeholders in a
training activity (normally including the mssion, participant, enployer,
other interested host country institution, training contractor and provi(
whi ch includes a nutually agreed upon set of devel opnent inpact objecti ve
a training plan for achieving those objectives, a tine table, and a set «
out cone neasur es.

253.5.2f Mssions or central bureaus will seek to achieve a figure of ¢
| east 50% wonen in the annual gender distribution of new trainees.

6. Wrk with Trainees to Focus on Performance | nprovenents

Why?

VWhen trai nees understand and focus on the objective of the training, the)
can nore effectively help their institutions realize the performance chai
that contribute to USAID strategic objectives.

How?

I nclude representatives of trainee groups during needs assessnent to helj
determ ne skill deficiencies and gaps in know edge.

Clarify training objectives and the responsibilities of trainees in a
written Training Agreenent.

Provide pre-training information that creates realistic expectations abol
the technical, social, financial and cultural aspects of the program

Devel op strategies to ensure thorough nmonitoring of training, especially
during lengthy training prograns, taking special care to keep trainees al
their supervisors mndful of the intended outcomes of the training

i nvest nment .

Require trainees to devel op action plans for making post-training
performance i nprovenents.

Wrk with trainees and their supervisors to devel op perfornmance nonitorit
systens to assess post-training application of new know edge, skills, anc
attitudes.

REFERENCES: ADS Chapter 253

253.5.2 Trai ning desi gned and i npl enented by the Agency is to be
structured, managed, nonitored and eval uated for maxi mum devel opnent i np:
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of returning trainees, sustainability of their efforts, and overall cost
effecti veness of their training.

7. Design Cost-Effective and Targeted Trai ning Prograns
Why?

To inprove institutional performance and contribute to USAID strategic
obj ectives, the design and delivery of training activities nust be
needs- based, planned coll aboratively, and application-oriented.

How?

Sel ect training conponents (including pre-training, training and
post-training activities) that are appropriate to the trainees” and
institutions’ needs, the desired results, and the workplace environnent.

Ensure that trainees understand the purpose and objectives of the trainit
program Have themidentify both personal and workpl ace benefits fromt he
trai ning proposed.

Access and analyze information on the range of |ocal, regional, and
U. S.-based training options in relevant fields. First analyze |oca
training capabilities, then regional, then U S -based.

I nvolve local training providers in the planning, devel opnment and
i npl ementation of training to reduce overall cost and increase | ocal
capacity for sustainable solutions to on-going training needs.

Use a "total |earning experience" approach in training design and enhance
technical training with conplementary conponents to pronote | eadership ol
i ncrease sensitivity to other areas of USAID interest, such as stewardsh
of natural resources or growh of denocratic institutions.

REFERENCES: ADS Chapter 253

253.5.1g ...all training nust consist of three integrated conponents: 1
pre-training or pre-departure orientation and goal setting, 2) the train
event, and 3) followon activities. A nonitoring-evaluation conponent f«
each training activity or package nust be devel oped and regul arly appli ec
assess the performance of trainees and the inmpact of training in achievil
results.

253.5.1b Although training cost is not the determ nant variable in
training design and site selection, it is serious enough to be consi dere(
every instance.
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8. Provi de Foll owon Support to Trai nees and Partner Institutions

Why?

Foll ow-on activities designed to reinforce newmy acquired know edge and
skills and to encourage performance i nprovenents will increase training
transfer to the institution.

How?

Determ ne, with USAID planning teans and ot her stakehol ders, the types ai
anount of followon activities nost likely to contribute to training
transfer and budget accordingly.

Ensure that followon activities reinforce the application of new skills
contribute to an enabling environnent for training transfer. Factors
contributing to such an enabling environnent include:

managenent’'s support for the application of new skills

providing role nodels in the workplace for new behaviors and practices
refresher and probl em solving sessions related to new skills
devel opi ng nentoring rel ati onshi ps anong managers and trai nees
providing trainees with opportunities to practice new skills

Identify | ocal organizations (such as professional or alumi association:
to help inplement followon activities.

Mai nt ai n st akehol ders' comm tnent to achieving training objectives by
i nvesting appropriate resources in follow on.

Support a variety of followon and professional enhancenent activities si
as refresher training, structured peer nentoring, networking, and | eader:
devel opnent .

REFERENCES: ADS Chapter 253

253.5.1i (4)Post-training program support is defined as:

- establishing that appropriate foll owon prograns in place for
returning participants are congruent with strategic objectives

- facilitating re-entry of returned participants into the activities
the strategic objective teans
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- mai nt ai ni ng and updating participant training programrecords

9. Monitor Training for Results

Why?

Monitoring training helps USAID assess performance changes made by trait
and organi zati ons and determ ne whet her those changes contribute to
strategic results. Wat is learned fromnonitoring can be used to inproy
training and to docunent USAID s progress.

How?
Meet with stakehol ders to review what information they want from nonitori

Revi ew the Results Franmework and Results Packages to see what role traini
is expected to play.

Clarify the linkages between training and the internediate results expect

Identify performance indicators to neasure training results at severa
stages of the training cycle.

Devel op a nonitoring approach that includes data collection, storage,
retrieval, analysis and reporting.

Monitor training results as a regular, daily activity in conjunction wtl
other priority activities.

Learn frominformation generated fromnonitoring to i nprove managenent,
training quality, and results obtained.

Arrange for a nore structured evaluation if nonitoring provides insuffici
information for the needs of stakehol ders or USAI D

REFERENCES: ADS Chapter 253

253.5.1d The results of USAID- sponsored training prograns nust be defir
tracked, analyzed and reported as part of the operating unit's perfornmanc
measur enment, eval uation and reporting plan.

253.5.1g .... A nonitoring-evaluation conmponent for each training activ
or package nust be devel oped and regularly applied to assess the perform
of trainees and the inpact of training in achieving results.
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Subgui de 1: CONTRI BUTE TO STRATEGQ C PLANNI NC

Source Information

(1)

| NTRODUCTI ON

Contribute to Strategic Planning, is the first in a series of subguides
whi ch anplify steps from HRDA's Best Practices Guide for the strategic
managenment of training. Adopting best practices in the everyday pl anni ng
desi gn, managenent and nonitoring of training will increase the results \
are |l ooking for fromour training investnents and contri bute to achi eving
USAI D m ssion-1evel strategic objectives.

VWho can benefit fromthis subguide? This subguide will help you | earn ho\
do strategic planning if you are a nmenber of Strategic Cbjective Team

i nvolved in and accountable for training-related decisions. For instance
you may be responsible for determ ning training actions to achieve
internediate results and to allocate the necessary resources. This subgu
wi |l define strategic planning and build your capacity to help SO Teans
benefit fromthe human resource devel opnent training perspective you can
bring to the planning process.

TH S SUBGUI DE ANSWERS THESE QUESTI ONS
What is strategic pl anni ng?
Why is planning done in teans?
How can you bring a training perspective to the teanf?
What specific contributions can you make?

In Mssions, specific planning for training activities begi ns once
Intermedi ate Results are identified and a Results Framework is set. But ¢
before a Results Franework is conplete, decisions will be made that aff e«
training. These decisions are reflected in the critical assunptions
underlying both the Results Framework and in budgetary information contai
in the Results Review and Resource Request (R4).

Thi s subguide is not intended as a "how to" for M ssion-w de strategic

pl anni ng. Each M ssion approaches strategic planning differently just a:
each one determ nes the best approach to achieving its Strategic Qbjecti
I nstead, this subguide hel ps you understand the inportance of strategic
pl anning to HRD (human resource devel opnent) and how to apply critica



HRDA Best Practices Guide 15
strategi c planning principles.

WHAT | S STRATEG C PLANNI NG?

As a team | eader woul d you set out on a journey w thout finding out whers¢
the team needs to go and why? The purpose and destination of the trip

determ ned, what chance do you have of reaching your destination safe al
sound w t hout knowi ng the way, the weather, the anmount of fuel avail able
the condition of your transport? Strategic planning is the process durit
which we articul ate the assunptions surroundi ng our objectives, clarify t
results we aimto achi eve and sketch out the resources to put to the tasl

First, start with a clear picture of what you and the stakehol ders want 1
acconplish. The second step is to understand both the external environm
and USAID s internal working context. This neans identifying specific ne¢
opportunities, other agents, constraints, and USAI D resources. The thir¢
step is planning how to achieve the desired results. But planning does 1
end there. Planning and inplenentation are ongoing activities that requi
new approaches as circunstances change. By strategic planning we refer t«
conti nuous cycl e of planning, designing, inplenmenting, nonitoring then
revising plans and assunptions all along the way.

Strategic planning, as a process, demands new ways of thinki ng—about the
past and the future. The exanpl es bel ow denbnstrate these new ways of
t hi nki ng.

FOCUS ON RESULTS

Seni or managenment in a conpany that manufactured electric drill bits cane to
realize that its business was not to sell drill bits but to enable custoners
to make holes. Once this result was defined they then could ask thensel ves,
not howto sell nore drills, but howto find better ways to make holes. This
led themto begin experimenting with new | aser technology that led to the
devel opnent of a conpletely new product. The conpany’s result had not
changed. Wat changed was the way nanagers thought about their main purpose
and consequently the means of getting there. BOX 1

As Box 1 illustrates, strategic planning involves asking what must be dor
differently to better achieve the desired results. The key difference

bet ween strategic planning and traditional |ong-range planning is that

| ong-range pl anning focuses on doing nore of the same in the future. Bul
doing nore of the sanme is not always better: the exanple in Box 2
illustrates the danger of such refl exive behavior.

The deci sion-nmakers at USAID and its partners thought that by increasing
nunmbers (of trainees), they would get nore of the sane results—renmenber {
defined success as “inproved financial managenent in the Mnistry.” But t
failed to ask the right questions. They used nore devel opnment tools, but
the results they were seeking had changed. Had they first asked what the¢
wanted to acconplish with the NGOs, they would have increased the chances
attaining those results. Strategic planning requires accurate informati ot
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perspectives, and results-oriented analysis. The process depends not onl
assunptions about the future, but about the past and the present.

DO NG MORE | SN T ALWAYS DO NG BETTER

USAI D/ Tepal and its host governnent partners were delighted with the results
obt ai ned fromwel |- managed short-termtraining in financial nanagenent for
mnistry officials provided at a prestigious U S. wuniversity. They decided to
fund 20 additional training slots for enployees of NGOs for the sane course.
Six months after the trainees returned, USAID nonitored the results and found
that of those still working at the NGOs, 75% stated they had been unable to
apply the many skills acquired during training, although they had a high
regard for the excellent training program (and they |earned a | ot about the
United States too). BOX 2

Strategi c planni ng works when we beconme conscious of the assunptions we :
maki ng, establish a systematic way of using data to validate these
assunptions, and make adjustnents to our plans based on the new data. 11
fact, assunptions made during planning are as inportant as the plan itsel
a lesson fromthe IBM Conpany illustrates this point in Box 3.

LEARNI NG THE HARD WAY

IBM one of the world s |eaders in conputers, nearly went bankrupt in the

ei ghti es—by doi ng | ong- range rather than strategic planning. Senior
managemnment consi stently ignored predictions from personal conputer

sal espersons of an enornous increase in demand for personal conputers. But
IBMs sterling reputation, based on its cutting-edge conputer nainfranmes, |ed
it to concentrate on inproving the technol ogical conplexity of its mainframes.
Little status and few resources were accorded to the production of persona
conput ers. Seni or managenent, who di scounted the advice of personal conputer
sal espersons, assuned that I1BMs |long-termsuccess lay in doing nore of the
same—produci ng better mainframes nore efficiently. After severe financial

| osses and the success of conpetitors in the personal conmputer business, top

| BM managenent bel atedly reassessed their earlier assunptions, changed
direction and expanded their personal computer |ine, but not before mjor
downsi zi ng and unprecedented | oss of investor and consumer confidence. BOX 3

(0¢

The exanpl es above illustrate the new ways of thinking requires for
strategi c planning:

under st and where you want to go (what results desired)
consi der new ways of getting results

chal | enge your assunptions again and again

THE | MPORTANCE OF TEAMS

A review of the experience of Country Experinental Labs (CELs) shows t hat
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USAI D staff and public and private partners working in teans hel ped gener
an at nosphere of nutual respect and a shared comm tnent to the objective:
It brought about a sharper | ook at causal relationships, critica
assunptions and col | aborative approaches to strategic planning. Simlarl
research in the U S. on successful conpanies, governnment departnments and
NGOs shows that md-level staff who know the custoner can contribute sour
and creative insights to planning teans that top managers, by virtue of
their renpteness fromthe customer, cannot nake.

Mul ti-functional teans nmake better organization-w de strategic decisions
t han top managenent al one. Such teans bring differing perspectives to be¢
on opportunities and problens. Team nmenbers begin to think outside the b
of their own departnment and di scover integrated approaches and creative
ideas. Multi-functional teans also foster collaboration across depart el
and build networks. When stakehol ders, including those responsible for

i npl ementation, are involved fromthe start,

their coomitnent to achieving results is increased,

their capacity to inplenment strategically inproves since they understand
underlying rationale for the activities, and

they know how to nonitor their environnent and on-going activities in or¢
to maintain a strategic focus.

BRI NG NG A TRAI NI NG PERSPECTI VE TO PLANNI NG

Fam liarity with the custonmer and of the external environment is a cruci:
el ement of strategic planning. This means that USAID personnel who have
day-to-day experience interacting with the custoner, fill a vital niche i
strategi c planning.

Reengi neeri ng has brought a shift in focus from managi ng devel opnent
activities to attaining specific results. |In nmany cases, these results
wi || be brought about through perfornmance changes in partner institutions
and target work groups. Training contributes to these performnce change:
and needs to be planned strategically along with other devel opnent
interventions |everaged by USAID and its partners to achieve the results
desired.

REVI EW YOUR TRAI NI NG EXPERI ENCE

Share with team nenbers your know edge of:
partner institutions
networ ks for consulting customers, partners, stakehol ders

forunms you are already involved in to gain updated information, perspectives
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the pitfalls for how training was done in the past and a sense of how training
provi sion could be nore effective

| ocal and regional training institutions, individuals

the strengths of local/regional training institutions/individuals

what ot her devel opnent agenci es have done in training in the past and what
they plan in the future

Al t hough the way of planning and nmanagi ng trai ning has changed in M ssi«
any past experience in training will provide you with a base of speciali:
know edge upon which to build. Mst people know nore about training than
they reali ze.

Do not underestimate the relevant information that you can contribute to
team Being aware of the strengths that you bring shoul d enhance your
participation and help you to add to these strengths.

A STRATEG C PLANNI NG TOOLKI'T

This section provides some sinple tips for contributing nore effectivel)
strategic planning as well as sonme specific exanples of how these tools «
be put to use.

THE TOOLKI T
Maki ng sound assunpti ons

Formul ating a results statenent
Articulating critical assunptions
Ensuring plausible |links between results
Det ecti ng performance probl ens

Provi di ng i nformation

Maki ng Sound Assunptions

Pl anni ng i nvol ves different kinds of assunptions—about the econony, about
cust omer needs and priorities, about the link between output and a result
between results, to nanme but a few To ensure that these assunptions ar«
wel | - grounded and realistic, we need to involve all stakehol ders and

rel evant specialists in our planning. The assunptions made during planni
will need to be reexam ned periodically. If they are no | onger credible,
may have to nodify the entire strategy.

Exam ne assunptions. Chall enge the team nenbers to exam ne their perform
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and training-rel ated assunpti ons. Encourage the teamto plan to obtain t
rel evant informati on on an ongoi ng basi s.

Provide reality-check information. The environnment in which USAI D oper at
is in continual flux. Tap as nmany sources as possible and provide tinel\
i nformati on to planni ng teans.

Enphasi ze that the process is just as inportant as the Results Franmework.
I n- depth discussion serves to build consensus and ownership so inportat
to a coherent M ssion-w de approach and to continued col | aborati on.

Ret hi nk assunpti ons and seek out new perspectives. Conme to the planning
process with an open mnd each tinme, even when it appears that nothing i:
new and different. The external environment is in constant flux and the
wor st mstake is not to know what you do not know.

Enhance your credibility. Accurate information, delivered in an appropri:
and tinely way, is an effective tool.

Fornmul ati ng Results Statenents

USAID s planning is results-focussed rather than event-focussed.

A result statenent is: Consi der these exanpl es

oj ectively Verifiable SO Sust ai nabl e Econonic G ow h:

The result can be qualitative or I ncreased Val ue- Added in the Livestock
guantitative but nust lend itself to | R Increased technical and business
begi n nmeasur ed. skills for producers and investors.

At t ai nabl e:

The required resources nust be avail able SO I ncreased Effectiveness of the
and the result should be reached within Educati on System

5-8 years. | R Inproved C assroominstruction

One- di nensi onal :
The result statenent nust include only oneSO Community Organi zations Pl
result so that progress can be nonitored. Role in Local Devel opnent

| R Strengthened Institutional capaci

Peopl e- Ori ent ed:

The result must point to people-Ievel SO Increased Use of Proven HV/S
benefits rather than to general inprovenents. prevention | nterventions.

The result nust be expressed as sonmething | R Increased know edge of HI V/ Al DS t
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gai ned or changed.

When consi dering how training can be used to reach internediate results,
need to review the IRs and critical assunptions that have been devel oped
find out if they fulfill the above criteria. Going ahead with a training
solution may be premature until you understand conpletely the assunpti on¢
underlying each IR

Articulating Critical Assunptions

The term"critical assunption" has a particular neaning in the context ol
devel oping a Results Framework and is not to be confused with the genera
term"assunption.” Critical assunptions are beyond the control or influ¢
of USAI D, such as the outcone of national elections, the decisions and
actions of other donors or an unexpected decline in birthrates.

For exanple, let us say that the Results Franework states as its devel opi
hypot hesi s that a

CRI TI CAL ASSUMPTI ONS
condi ti ons under which a devel opment hypothesis will hold true, or

conditions which are outside of the control or influence of USAI D, and w
are likely to affect the achi evement of results in the Results Framework

Source: ADS

10% i ncrease in the nunber of trained teachers w Il increase the
student-teacher ratio which in turn will inprove educational quality. A
critical assunption here is that the nunmber of students remains constant.
this critical assunption is proved wong and the nunber of students does,
fact, increase, then the student-teacher ratio will not inprove
significantly and increased educational quality will not result froma 1(
i ncrease in the nunber of teachers.

How can you articulate a critical assunption?

Li st factors that could prevent one result fromcontributing to the resu
above it in the Results Framework

List factors that nust be present in order for each result to lead to a
hi gher order internediate result

Sel ect the nost significant factors fromthe two |ists above

State the critical assunption in the positive

Ensuring Pl ausi bl e Links Between Results
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Once you and the SO team have articulated the internediate results and tl
critical assunptions, you need to test whether or not results are causall
linked. Your goal is to ensure a plausible link between the internediate
results thenselves and the strategic objective. You need to ask: if res
X is attained and if the critical assunptions hold true, will this help
achi eve result Y?

LI NKI NG A STRATEG C OBJECTI VE TO A TRAI NI NG RELATED | R( 2)
SO, Sustai nabl e Economc G owth: |ncreased Val ue-Added in the Livestock Sector

IR Increased technical and business managenent skills for producers and
i nvestors

USAI D/ Tepal 's SO RP Teamis reasonably certain that, if training is designed
correctly and delivered to the intended beneficiaries, it will "increase
techni cal and busi ness managenent skills" (the IR). The team has arti cul at ed
the critical assunptions underlying the SO and the IR, and has identified
training as part of the solution systemrequired. They also believe there is a
link between the IR and the SO t hrough which training will have its intended
effect: If training increases the KSA anmong producers and investors, there
will be value added to the livestock sector. The link is hypothetical since

t he team cannot be absolutely certain that the livestock sector will inprove
because of the training.

Proceedi ng on their hypothesis, the SO RP Team sel ects a consulting firmto
work with the Livestock Producers' Association to organize two types of

wor kshops around the country for producers and investors. The workshops focus
on introduci ng basic business skills (e.g., differentiating between sal es and
profits) and technical know edge (e.g., inproving hide quality and yields).
After 18 nonths of workshops, USAID, working through another |ocal firm
conducts a randomtest of trainees, coupled with on-site interviews, to
ascertain on-the-job application of new know edge and skills. The survey hel ps
USAI D di scover whether the training resulted in any performance changes and
whet her the changes have nmade any difference in the livestock sector. If
training can be shown to have contributed to performance changes in the
livestock sector, the SORP team wll show a plausible link between the IR
and SO denonstrated by a training intervention. BOX 5

Det ecti ng Performance Probl ens

During the analysis of the devel opnment problem USAID and its partners n¢
to affect, you are likely to begin reaching concl usions about the nature
the problemand its causes. |In alnost every problemyou anal yze, you ma
detect performance problens. For exanple, you may realize that having a

student -teacher ratio al one may not inprove educational quality in primi
schools. You will also be concerned about the performance of the teacher:
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W11l they have the instructional materials and supplies they need?
WIIl they be able to work effectively in buildings with | eaky roofs?

Have they mastered techniques for teaching students in what may be a thii
| anguage?

It is inportant, when detecting performance problens, not to “junp the gt
and presunme that a training solution will be required. Sonetinmes training
the solution, but not always. You nust determine the causes of each
performance probl em and consider the solutions needed. Possible reasons
a performance gap incl ude:

insufficient skills or know edge
| ack of rewards and incentives

i nadequat e office equi pnent

poor utilization of staff skills

Solutions to these performance problenms go beyond training and may i ncl uf
revising personnel policies, procuring equi pnent, changing the

organi zation’s structure, or delegating new tasks and responsibilities t«
exisiting staff. Only where the problemis a lack of skills, know edge,
and/or attitudes is training an appropriate tool to help solve the

per formance probl em

Whenever there appears to be a performance problem you can ask the
fol | owi ng:

Must j ob behavi or change?

Can these changes be acconplished by inproving know edge, skills, and/or
attitudes?

If other interventions are necessary to apply the inproved know edge, sk
and/or attitudes, will they be forthcom ng?

If the answer is yes to all of these questions, training should be
undert aken.

Provi ding I nformation

Strategic planners need reliable informati on on which to base their anal)
of devel opment problens. Information will cone froma variety of sources
Team nmenbers with specialized know edge and i nformati on can provi de val u:
insights to the team Your contributions to the teami s know edge base c«
i ncl ude your know edge about |ocal instituions, groups, or target
popul ati ons. You may al so be a source of information to the team on
governnent policy and practuce. Information that is not shared at the ri
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monment (when it can affect planning hypotheses and deci sions) has no vali

You need to systematically scan for, store, access, and present informati
rel evant to performance-rel ated di scussions and deci sions. Ensure that
perspectives and insights on local institutions and custoners are current
and relevant to the task at hand. You can increase the value of the

i nformati on you provide by being systematic in the way you coll ect and
present it. This may nean being taking every opportunity to gather
information for synthesis and presentation to the planning team Such

i nformati on can be presented in a spontaneous coment or brief presentati
in neetings, in an e-mail nessage or circul ated nmenoranda between neeti ng
or in informal discussions between neetings.

You will be able to assist in strategic planning by having easy access t«
i nformati on on:

| ocal and regional training providers and the quality and reputation of
their training

donors that fund training-related activities—their current and intended
conm tment s;

st akehol ders not represented on SO t eans;

a network of key informants in and outside of institutions who have rel e\
perspectives on performance-rel ated i ssues;

a network of participant trainees.

CONCLUSI ON

When training funds are avail able, and partner institutions are |ooking
hel p, everyone wants to nmove quickly fromthe planning stage to

i npl ementation of the desired assistance. W are often pressured into
enbarking on this journey wi thout taking the tine to plan strategically.

Thi s subgui de has shown that we shoul d:

- stop and reflect on the critical assunptions influencing our
obj ecti ves,

- consi der whether training is part of the solution system
- work with our partners to discover perfornmance gaps, and
- observe whether the training delivered takes us where we want to go

By reading the exanples described in this subguide, you have seen how
strategic thinking and planning can be realistically integrated into youl
everyday approach to training.

When you plan strategically, you train strategically. After years of
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experience in human resources devel opnment and training in the devel oping
countries, we now recognize clearly the |ink between strategic planning ¢
getting results. This subguide has provided further rationale for insist
on strategi c planning when setting out to train and offers tips on how t«
apply the principles in mssions, with partners and on SO RP teans.
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Subgui de 2: COLLABORATE W TH STAKEHCLDERS

Source Information

(3)

| NTRODUCTI ON

Col | aborate with Stakeholders is one in a series of practical subguides f
followi ng the HRDA's Best Practices Guide, a road nmap to excellence in ht
capacity devel opnent.
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Thi s subguide will help you, as an individual or part of a team if you ¢
i nvol ved in planning, managing, or inplenmenting USAID s training investm
and human resource devel opnent efforts.

As a training professional or training nanager, you work in partnership
clients in stakehol der groups, such as governnent institutions, business
speci al interest groups, USAID, and other donors. The objective of this
subguide is to help you achieve results through nore effective coll aborat
with your partners.

COLLABCORATI ON LEADS TO FULLER PARTI Cl PATI ON OF STAKEHOLDERS

Participation: the active engagenment of partners and customers in formulating
i deas, comitting tine and resources, jointly nmaking decisions, and taking
actions to bring about a desired devel opnent objective.

Stakeholders: individuals and/or groups that have an interest in and influence USAID activities, programs and objectives.
Stakeholdersinclude customers (those who receive USAID services or products, benefit from USAID actions or are affected by
USAID actions) and partner s (those with whom we work cooperatively to achieve mutually agreed-upon objectives and to secure
customer participation).

Source: USAID Reform ( ossary

You can benefit fromthe strategies outlined in this subguide as you plal
i npl ement, and nonitor training. Because the advantages of worKking

col |l aboratively coincide with the spirit of partnership, custoner service
and accountability for results that are the cornerstones of USAID s
reengi neering efforts, these strategies also apply to other non-training
devel opnment activities. Collaborative rel ationshi ps pronote:

*More accurate di agnosis of needs
el ncreased probability that training designs are |linked to specific neet

el ncreased probability that managenment will support the benefits from
training

*Joint accountability for results

This subguide will help you identify the skills you need and wll give y«
strategi es for devel opi ng productive relationships with stakehol ders. As
trai ni ng manager, you need to devel op and hone the skills that will make
a val uable and effective teanm nenber and partner. You al so need strategi¢
to establish and nurture collaborative relationships with both internal :
external clients of each training activity.

VWHY YOU SHOULD COLLABORATE ON TRAI NI NG

TRAI NI NG | N | SOLATI ON
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The USAID Results Package Manager for a large natural resources package

nom nates the Assistant Director of the Ofice of Environmental Studies for a
course in natural resources managenent. The RP Manager justifies his request
because “staff training for the Mnistry of Environmental Protection” is
mentioned in the 1995 CPSP as necessary to achi eving SO #3 (i nproved
environnental protection policy). The RP manager asks the USAID Traini ng
Unit to enrol the candidate in a three-week programin July.

The Training Unit does just that: no nore no | ess. The RP Manager is satisfied
until other staff in the sanme office request simlar training prograns. The
Assistant Director is content until he returns fromthe course and finds that
he still does not know how to cal cul ate the econom c i npact of proposed

envi ronnent al policy changes. The Director of the Ofice of Environnental

St udi es has noticed no changes in the Assistant Director's performance and has
become unwilling to collaborate with USAID on other matters because no one
consul ted hi mabout the training program

Many of you already understand the inportance of collaboration. You know
that in human resources devel opnent it is not possible to achieve

organi zational inpact if you work i ndependently. You need to work as
partners with the decision-nmakers, or clients, who can contribute to the
overall effort in key ways. \Wen a coll aborative partnership exists, the
formula of 1 + 1 = 3 really holds true; “each nenber of the partnership
acconpl i shes nore than either nmenmber could have al one” (Robinson, p. 31).

You have already |l earned that training managed in isolation with little
contact with trainees and no know edge of the trainee's workplace is
frustrating and often | eads to disappointing results.

Some of you may argue that training never takes place in isolation, but t
box to the right provides a picture that may be famliar.

VWhat's wong with this picture?

. St akehol ders never assessed whether the O fice of
Envi ronnental Pl anni ng had performance probl ens that training
coul d solve

. They did not describe how i nproved know edge or skills of
the Mnistry staff would contribute to the strategic objective
any internediate results.

*  They never agreed who would benefit nost from such
training.

. They never agreed on a specific training objective.

. They never agreed on the content of the training.

. The RP Manager allocated scarce resources w thout involvi

the strategic objective team

. They never agreed how training transfer would be
facilitated and nonitored.
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A CCOLLABORATI VE TRAI NI NG ACTIVITY

USAI D/ Tepal ' s devel opment efforts over the next four years focus on hel pi ng
Tepal develop a fair and transparent judicial system Currently there are
nunerous judicial cases that have not been transcribed for the public. This
delays litigation and hanpers the judicial process. To remedy the situation
one of USAID/ Tepal's strategic objective teans worked with the judiciary to
identify the reasons for the backl og. Through a needs assessnent, they
estimated that by training 60 percent of the clerical staff in reporting
techni ques and providing themw th automated equi pnment, they could elimnate
t he backlog within a year

USAID and the Mnistry of Justice co-financed the purchase of reporting

equi prent. In addition, a private technical training school worked with the
Mnistry to devel op a year-long course in court reporting. USAI D provided

of f-shore training to two trainers fromthe technical school, who |ater

devel oped a curriculumand trained twel ve students in the first year of the
program The training course included on-the-job coaching for two nonths after
the formal course work was conpleted. Training also acquainted other judicial
staff with the new reporting systemso that performance inprovenents woul d not
be hindered by old habits. Stakehol ders were involved throughout program

devel opnent and inplenmentation to ensure their support. By the time thirty
graduates of the program had begun practicing new techni ques, the backl og of
case records was well on its way to being elimnated.

The stakehol ders involved in the exanple are the USAI D RP Manager, the
Training Unit, and staff in the Ofice of Environmental Studies.

Approxi mately $20, 000 was spent on a training event that these stakehol d¢
never discussed. That's what's wong with the picture.

Training-for-results requires that you invol ve stakehol ders in anal yzi ng
organi zation’s needs and defining training outcones. It also nmeans that
st akehol ders work together to ensure inproved performance of trainees ant
i nproved institutional performance. One exanple of collaborative,
results-oriented training is provided in the box to the right.

An inportant conponent of this successful program was that each of the
trai ning stakehol ders had a vested interest in achieving the training

out come: USAID wanted to contribute to inproved efficiency in the judici:
system the Mnistry of Justice needed to decrease the backl og of report«
cases to increase its credibility with the new el ectorate, potenti al

i nvestors, and donor agencies; the technical school planned to market it¢
new program beyond Tepal to nei ghboring countries whose judicial systens
were al so under reform the trainees fromthe Mnistry of Justice were
prom sed salary increases for mastery of the new skills; and other judici
enpl oyees knew they woul d benefit from having up-to-date records on court
pr oceedi ngs.

HOW YOU CAN COLLABORATE W TH STAKEHOLDERS
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Three strategi es can help you establish effective working rel ati onships \
ot hers who have an interest in achieving USAID s strategic objectives. Tl
are:

. Denonstrate your consultancy skills

. Identify your clients within each stakehol der group for each
training activity

. Work together to maintain a focus on perfornmance inprovenents
Denonstrate your consul tancy skills

The first step in working coll aboratively is to assess your own skills,
know edge and experience. What do you have to offer? Training profession:
who reject the notion of thenselves as “paper processors” or “activity
managers” will want to denonstrate their consultancy skills. Training (o1
nmore broadly human resource devel opnent) consultants offer val uable skil
in training design, inplenentation, and nonitoring, as well as skills in
needs analysis, institutional devel opnent, facilitation, and teambuildi1

You may wonder whet her you have the skills and experience required to
operate as a training consultant. Chances are you do! If you reflect on
experience, you may find that you have a wide variety of skills. Table 1
provi des exanples to help you analyze your skills and strengths.

Table 1
Sanple Skill Inventory
| f you have ever . . . You may have skills in
suggest ed revising current strategi c planni ng

training strategies to ensure a
closer fit with USAID strategic
obj ecti ves

identified non-training barriers needs anal ysi s
to perfornmance

asked wor kpl ace supervisors to establishing indicators
identify the specific outcones

they expect froma staff training

progran

asked whet her the expected cost/ benefit analysis
benefits of a training activity
justified the cost of the program
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Table 1
Sanple Skill Inventory
| f you have ever . . . You may have skills in
supported training co-workers institutional devel opnment
t oget her
suggested in-country training pl anning training activities

progranms and on-the-job training
as alternatives to costly U. S.

training

asked supervisors to report performnce nonitoring
changes

managed sel ection conmttees or facilitation

advi sory boards

The skills you discover in yourself may be commpn anpbng ot her training
prof essi onal s, but they may not be typical anong others in stakehol der
groups and strategic objective teans. In fact, nmany of your colleagues and
clients have very little experience devel oping and inplenmenting strategies
to increase individual, work unit, or institutional perfornmance. You do.

O fer your skills to teanms, show themthe useful ness of results-oriented

training, and you will quickly establish yourself as a specialist with

val uabl e professional contributions. The teanmis confidence in your skills
will allow you to introduce team nmenbers to the strategies required to plan
and i mpl ement results-oriented training. In other words, you will be able to

convince others to apply the practices described in the Best Practice Cuide
and these subgui des.

ldentify the stakeholders and clients for a training activity

I dentify stakehol der groups. Through its strategic planning process, USAID
targets the key institutions or groups with which it will work to achieve
specific results. However, to plan training effectively, you need to
determ ne who within the partner institutions or groups you can work with to
assess performance weaknesses and devel op training solutions. You can
identify the appropriate stakehol ders by identifying who:

. Under stands the rel ationship between satisfying the partner
institution’s needs and contributing to USAID s strategic
obj ecti ves
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. Has a vested interest in having their performance inprovi

. Is willing to work col |l aboratively with you to enable
performance i nprovenents

One exanpl e of a stakeholder group is returned participants. Returnees al
of ten nenbers of other stakehol der groups (working in partner institutiol
| eadi ng special interest groups, offering services as training providers)
can be found working in voluntary associations with rel ated professiona
devel opnent goals. Returnees can provide a |ink between USAI D and part nel
institutions, as well as to custoners.

Ret urnees can al so be sources of information about institutional perform
gaps, barriers to performance changes, and the training needs of potenti:
trai nees.

The illustration bel ow provides an exanple of the nmany stakehol ders you 1
to identify for a particular training activity.
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| DENTI FYI NG STAKEHOLDER GROUPS FOR A TRAI NI NG ACTI VI TY

WORKI NG W TH A PARTNER | NSTI TUTI ON

One of USAID/Tepa’s result package teams has determined that the number of families that use family planning can beincreased if
community and religious leaders demonstrate their support for family planning practices. A needs assessment has determined that
changes in the knowledge and attitudes of staff of the National Council of Churches could increase the number of families that
practice family planning. More focused needs assessments have shown that the Council has been trying to improveits ability to help
families cope with a number of economic and social issues. They are committed to having their members serve as spokespersons for
reasoned family planning decisions. In Tepa where 80 percent of the population attends church regularly, the Council's leadership is
clearly among the stakeholders USAID needsto help them achieve “increased use of modern family planning methods.”

Identify a client. As a USAID training professional you work with two
kinds of clients. First, you have internal clients at USAID, including
menbers of strategic objective and results package teans, and activity
managers who have vested interests in the results of the training prograil
Internal clients nmay manage other activities that depend on the success ¢
the training or they may be accountable for allocating scarce resources.

You also work with external clients in stakehol der groups such as the
organi zations targeted to benefit from USAID training.

You probably cannot identify each group at the sanme time, because, for
exanpl e, the training service provider may not be selected until you have¢
begun working with the partner institution. As training planning noves il
training inplenentation, the m x of stakehol ders may change.

How can you identify your client within a stakehol der group? Is it the
president, the training manager, the chief adm nistrative officer? Who
shoul d your client be? Aclient for a training action is the “owner” of t
organi zational need that drives the training request (Robinson, p. 40-42)
The client has nost to gain or lose fromthe training effort and has the
authority to decide whether to start the training activity.

You may have difficulty identifying the legitimte client within a

st akehol der group. This will require that you persistently seek informati
about the group and its decision-nmaking processes to identify likely
candi dat es.

Establish a relationship with your client. Too often training

prof essionals work in isolation. You are not always included in neaningfi
debat es about why training is needed and what it is expected to achieve.
However, you may be the only person who m ght ask the “right” questions ¢
as:

. If your employees received the proposed training, would the problem you identified be solved?

. Are there other ways, besides training, to get the desired
result?
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A training professional who wants results fromtraining should operate |
a consultant. This can be done by seeking information fromthose who hol ¢
it, problemsolving with those who see the benefit of the intended result
and offering ideas for creative solutions that nay or may not include
training. In this role, you pose questions about organizational performi
related to training and determ ne what outcones are expected fromtrainitl
These are questions that clients are interested in addressing. They wl|
want their opinions heard. You will need to help clients see that trainit
can sol ve selected problens. Fromthe outset, you approach your client w
an offer to neet an organi zational need, not an offer to provide training
(Robi nson, p. 45-49).

Col | aboration brings you and the client together as equal partners to

di agnose the problem and propose the solution. No one is viewed as the
expert or as the person who will take care of the details. This relation:
may be difficult to foster if the client wants an HRD(4) person “with al
the answers” who can prescribe training fixes for each organi zati onal ne«¢

This may be difficult if you feel awkward trying to influence the way
trai ning should be planned and nanaged. Neverthel ess, tinme spent up-front

establish and maintain collaboration with clients will nultiply the inpac
of training. And because USAID wil|l be working with these sane stakehol d¢
on other activities, your collaborative efforts will affect the processe:

and out cones of other USAID efforts.

Wrk together to maintain a focus on performance inprovenents
Buil d rel ati onshi ps

The results of training depend on the devel opnent of a coll aborative

rel ati onship between stakehol ders. Establishing this relationship takes
time. After you identify your clients, neet with themto discuss needs al
training solutions. You will get the best results through open, face-to-1
di al ogue. Because one neeting will not suffice, decide where and how oft¢
to hold meetings. For neetings involving several stakehol der groups, the
nmeeting | ocation m ght be rotated. Sonme neetings with clients should take
pl ace at their prem ses because this offers you an opportunity to under st
better your client’s needs and priorities.

The initial neeting is an inportant way to establish yourself as a traini
consul tant, set the ground rules for your working rel ati onshi ps, and ass¢
the commtment of clients. Refer to the Annex, Table 1: Infornation
Checklist for an Initial Meeting of Stakeholders for a Training Activity
a framework for discussions with stakehol ders before devel oping a detail
trai ning agreenent.

You will establish different relationships with different stakeholders. °
may set up formal partnering agreenents and nonitoring requirenments with
partner institutions or groups that will benefit directly fromUSAID s

training investnments. You may hold informal periodic neetings with speci:
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interest groups to learn of factors that m ght affect the training progr:
and to provide themw th updates on the progress of training planned anoi
their constituent groups.

Devel op witten agreenents

The first concrete outcone of the collaborative relationship with
institutional clients will be a Training Partnership Agreement for each
training activity or series of related training activities. Once an
agreenment has been signed by key stakehol ders, begin planning the trainit
activity by recommendi ng course content and selecting a training providel
Qui ckly noving forward on the plan, once it is agreed to, will keep the
client interested in results. Table 2 in the Annex provides an Informati ¢
Checklist for a Training Partnership Agreenent.

WORKI NG W TH A SPECI AL | NTEREST GROUP

In recognition of the inportant political devel op nents taking place in Tepal
USAI D has sel ected a target of opportunity in the area of governance. USAID
plans to assist NGOs(5) to deliver services to their beneficiaries thereby
increasing the role of individual initiative in civil society and the private
sector. Gven the nunmber of NGOs in Tepal, USAID has decided to work with the
NGO Coal ition that was fornmed during the 1993 el ecti on canpai gn. A nenber of
the results teamhas invited representatives fromthe NGO Coalition to an
initial stakeholders neeting to discuss mutual objectives and to lay the
foundation for a collaborative relationship. USAI D hopes that working with the
Coalition, instead of working directly with NGO groups, will permt a nore
conpr ehensi ve needs anal ysis and t he devel opment of a broad range of
activities to achieve results. During this first neeting, USAID tries to
determ ne which representative of the NGO Coalition has the interest and
authority to serve as a “client” for training-related activities.

Provide nore than training. Beyond devel oping a Training Partnership
Agreenent, be prepared to provide nore than training to address critica
institutional needs. Wen USAID commts itself to working with specific
institutions or target groups to achi eve devel opnment objectives, training
shoul d be viewed as one of many tools avail able. The USAI D pl anni ng team
needs to work closely with stakehol ders to decide the appropriate m x of
i nvestnents for each result.

Monitor progress. \hatever the relationship you establish with clients
your goal is clear: each training activity should hel p USAI D nove cl oser
its strategic objective. You will need to nonitor progress to identify
factors that could limt the success of the program Wen such factors al
identified, you and your clients need to work quickly to resolve them so
that training investnments are not wasted.

One elenment of nmonitoring is determ ning post-training application of
skills, know edge and attitudes (or what is also known as “training
transfer”), which begins in the design stage. You and your clients set
specific | earning objectives and indicators of success for each objective¢
These objectives and indicators are detailed in training agreenents and |
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the foundation for your nonitoring activities. Keep focused on these
objectives by referring to them during meetings, inplenmentation reviews,
monitoring activities. If you | ose sight of training objectives, the
potential for performance inprovenents will dimnish

MANAGERS CAN ENABLE TRAI NI NG TRANSFER

Bef ore training:

. i nvol ve supervisors and trainees in needs anal ysis

. col l ect baseline performance data

. brief trainees on the inportance of training, course objectives, and
application to the job

. devel op a supervisor/trai nee contract

During training:

. prevent interruptions and transfer work assignments to others
. conmuni cate support for the program

. review i nformati on on enpl oyees in training

. pl an assessment of transfer of new skills to the job

After training:

. pl an trainees’ reentry

. gi ve positive reinforcenent

. provi de opportunities to practice new skills
. set mutual expectations for inprovenent

. gi ve pronotional preference

Source: Broad, p. 170-171

In the pre-training stage, it is helpful to establish key nonitoring poit
Usually the HRD(6) professional (either in the mssion or working with a
contractor or grantee) will have the primary responsibility for nmonitorit
Commruni cati on anmong stakehol ders is essential to assessing whether the
programis keeping to schedule, to identifying inplenentation problens, :
to working together to resolve problens as efficiently as possible.

Thr oughout the training process, the workplace manager or supervi sor neet
to provide the support required to ensure that training transfer can tak«
pl ace. In fact, just involving workplace managers in the training transfé«
process vastly increases the likelihood of organizational performance

i nprovenents.
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The time, staff and resources required for nonitoring a training activit)
wi |l vary consi derably dependi ng upon the size, nature, and duration of t
training program Table 3 in the Annex, Key Coll aborative Efforts, provic¢
exanpl es of nonitoring events during different stages of the training
process.

Keep st akehol ders invol ved. Academi c or technical training prograns the
| ast several years—wi th trainees far from hone and out of regular contact
with their workplace—require special nmonitoring efforts to ensure that t
training objectives are net.
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St akehol der col | aboration and involvenent in the nonitoring process are
especially inmportant and should involve the:

. Tr ai nee

. Partner institution, including the work group and inmrediate
super vi sor

. Trai ning providers

. Contractors or programm ng agents

. Sponsoring USAI D m ssion

. Ret urned partici pants or returnee organi zati ons

In sone circunmstances, this group nmay even be expanded to include the
trainee’s famly and community. Stakehol ders shoul d know how the training
programis progressing, what additional needs the trainee may have, and \
contributions can be expected of the trainee when the [ong-term programi
conpl et ed.

COMMUNICATION STRATEGIES

. Newsl etters with updates on trainees, host country institutior
and the host country

. Conference calls held periodically with long- termtrainees ar
their enpl oyers

. Broadcast e-mmi| nessages from USAID to overseas trainees to f
stinul ate conmuni cati on

. Periodic reports fromnonitoring teans representing stakehol de
that communicate directly with participants

. Questionnai res seeking feedback on training prograns and
partici pant progress and satisfaction with prograns

These strategies can be the responsibility of stakehol der groups such
returned partici pant organizations.

Many USAID training professionals can cite exanples of training “in

i solation.” From one perspective, this happens when m ssions are not gi v«
regul ar progress reports by training contractors, when participants’

enpl oying institutions are not consulted about changes in progranms, or w
supervisors are not told of the academ ¢ successes of trainees. From anot
perspective, there are accounts of participants who fail to conplete
academ c termreports and enployers who fail to let participants know of
institutional changes that will significantly affect a participant’s

enpl oynent status after the training program Comrunication strategies f¢
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these situations work best if they are based on a strong and col |l aborati\
relationship with stakehol ders.

Plan for post-training support. Training “in isolation” has typically
concentrated nmanagenent resources at the pre-training a

nd training stages. Pre-training planning, with little collaboration anoi
st akehol ders, focuses on the procedural aspects of training: making trave
arrangenents, selecting a training provider, and giving trainees informt
about | ogistics. Post-training activities received virtually no attenti ol
beyond issuing a training certificate. This picture nust change if you w
training prograns to result in performance changes in the workpl ace!

When establishing the | evel of ancial and managenent support that USAID ¢
partnering institutions will provide for a particular training activity,
st akehol ders shoul d consider maxim zing the potential returns of training
i nvestnments by including the resources required to:

. Facilitate training transfer

. Pronpte cross-training anong trainees

. Pronmote the application of new know edge, skills, and
attitudes beyond the workpl ace

. Strengt hening | eadership skills

. Support risk-taking and | eadership efforts of trainees ti«

i ntroduce devel opnment- focused changes in their professions,
communi ties, and famly and personal relationships

. Al l ow trainees and their enploying institutions to tel
their “stories” about the benefits of human resource devel opne
i nvest nents

Monitor training results. In order for business, organizations, target
groups, and USAID to assess the value of training investnents, it is
necessary to neasure and report on training results. Training should be
designed to give individuals new skills, know edge, attitudes or notivati
that they can use—en the job, in their comrunity, in their famlies or
personal relationships. If trainees accept the new ideas they encounter,
master new skills or techniques, and denonstrate changes in attitudes, tl
i nprovenments in their performance will follow Some changes will be
observabl e and measurabl e (such as increased counseling of women on
nutritional matters or inproved seed quality); others may only serve to
produce other effects that can then be neasured (such as inproved teamwol
in awrk unit that results in increased production of handicrafts). Cons
t he HRDA Best Practices subguide on Monitoring Training for Results for |
in nonitoring results.

A CHECKLI ST FOR COLLABORATI ON
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Denonstrate your consultancy skills

Identify appropriate stakehol ders and clients for each training
activity

Work together to maintain a focus on perfornmance inprovenents
Buil d rel ati onshi ps

Devel op witten agreenents

Provi de nore than training

Moni t or progress

Keep st akehol ders invol ved

Pl an for post-training support

Monitor training results

CONCLUSI ON

Training professionals conmtted to contributing to USAID s strategic
obj ectives cannot work in isolation. No one who wants to contribute to
| asting devel opnent change can work i ndependently. Coll aboration is not 1
but strategic collaboration for USAID s training efforts may be. The basi
for collaborating with stakehol ders provided in this subgui de can get yol
started. Practice and a willingness to work with others will take you fal
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ANNEX

Table 1: Information Checkli st
Initial Meeting of Stakeholders for a Training Activity
WHAT | S KNOAWN BEFORE THE MEETI NG?

VWhom are the individuals representing stakehol ders?
USAI Dt
Institution:
What institutional needs have al ready been identified?
What is USAID s objective for this potential investnent?
How wi Il it know if the training programis successful?
What resources m ght be avail able from USAI D?
Fundi ng:
Staff resources:
O her:
VWHAT W LL BE LEARNED AT THE MEETI NG?
Wo is the real client?
Who has deci si on-maki ng aut hority?
Who has a vested interest in this business need?
What is current performance?
VWhat is expected perfornmance?
How can this need be addressed?

Is training the best answer? (Are new skills, know edge or attitude
required?)

What ot her factors might inpede the training effort?
What is the institution's objective for this investnent?

How wi Il it know if the training programis successful?
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What resources mght be available fromthe institution?
Fundi ng:
Staff resources:

O her :
VWHAT NEEDS TO HAPPEN | N THE FUTURE?

Table 2: Infornmati on Checkli st

Sanpl e Training Partnership Agreenent

USAID Strategic Increase in net incones of small and mcro enterprise
bj ecti ve

Resul t s Package Expanded opportunities and participati on anong smal |
mcro

bj ecti ve entrepreneurs in urban and rural areas

O her Internedi ate Banks help NGOs(7) becone |licensed financial nmanagene
conpani es and

Resul ts partners in | ending banks that service small and micr
enterprises

I nstitutional Nanme: Fatinma Mol o

Client Title: Chief Loan Oficer, Central Bank

Tr ai nees Loan officers from Central Bank branches in regions 1
2, and 4

I nt er nedi ate NGOs(8) in regions 1, 2, and 4

Cust oners

Utimate Custonmers Small and micro entrepreneurs in regions 1, 2, and 4

I nstitutional or Increase in loans to small and micro enterprises
Busi ness Need

Training Cbjective To inprove financial managenent and MS skills of |oa
of ficers

Per f or mance 1. Inproved skills of 10 |loan officers by end of year
25 by end of
I ndi cators/ Targets year 2; 50
total by year 3
2. Each loan officer assists at least 1 NGO in the
| i censing process
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each year

3. 7 new NGOs licenced in year 1; 18 by year 2; and 3
by year 3

4. Loans from Central Bank/ NGO partners increase 25%
year 1; 50%in

year2; 100%in year 3

5. Increase in net incones of small and mcro
enterprises increase

10% 25% and 50%

USAI D Pre-Training: work coll aboratively wi th stakehol ders;
provi de
Responsi bilities st akehol ders with information they need on USAID s
obj ecti ves and

standard practices; act quickly on Traini ng Agreenent

During Training: arrange and fund training; maintain
contact and

di al ogue with stakehol ders; ensure the quality and
rel evance of the

trai ning program and support environnment

Post - Trai ni ng: provide support for collecting data on
per formance

changes;

coach supervisors in support techniques; offer
additional training if

required;

nmonitor results

I nstitutional Pre-Trai ning: denonstrate and comruni cate support for
t he program
Responsi bilities measure performance | evels; ensure open and fair

sel ection of trainees
i ncl udi ng wonen

During Training: prevent interruptions; transfer work
assignnents to

others; plan for transfer of training;, maintain conta
with trainees

and ot her stakehol ders

Post - Trai ni ng: provide supportive work environnent;
coll ect data on

performance changes and institutional results

| npl enent ati on 1. Define Training Content Target Conpl etion Dates
2. Select Training Provider Dates
3. Select Trainees
4. Establish Training Schedul e 1.
5. Provide Training 2.
6. Monitor Performance Changes 3.
7

. Determ ne need for
addi ti onal training 4.
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8. Evaluate Results 5.
6.
7.
8.
1st Monitoring Progress to date: Problens/Resol utions:
Repor t
Dat e:
2nd Monitoring Progress to date: Probl ens/Resol utions:
Repor t
Dat e:

Table 3: Coll aborative Efforts
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| nt roducti on

Identify Training Needs in the Partner Organization, is one of a series ¢
practical subguides for follow ng the HRDA's Best Practices Cuide. This
subguide will help you, as an individual or part of a team if you are

i nvol ved in planning, managing or inplenmenting USAID s training investner
and human resource devel opment efforts.

Identifying training needs is one of the essential steps of the training
cycle. It is acritical pre-training activity that |leads to clearly defi
training goals and objectives and it provides a foundation for inforned
training decisions. Analyzing training needs should not be carried out
isolation. There nust be a |link to the broader constraints that USAID h
identified that hinder the devel opnent process in the country .

As only one devel opnent agent in a country and with limted resources, U
nmust seek inprovenents in institutional performance to support its

devel opnent obj ectives. How do we help institutions inprove so that the)
can have nore inpact in a desired devel opnent area? W begin by | ooking
performance problenms at the organization and in target work groups. Ther
can nove to the individual |evel to exam ne what know edge, skills or
attitudes are required so that the enpl oyees can bring about the changes
(and they) desire. In short, this is the approach we take in identifying
trai ni ng needs.

I RE PLACE TRAMNEE
PERFORMAHCE PER FORMAHCE
HNEEDS HEEDS

In this sub-guide, we discuss training needs mainly in the context of

performance change. Wiy so nuch enphasis on perfornmance? W have di scove
over the past few years that the way to get results fromour training

investnents is to make sure we link training to inproved job performance.
We cannot afford, with limted staff and resources, to offer training to
wel | -qualified individuals without considering their role in an instituti
or their potential to bring about the change USAID and its partners want.

Nor can we ignore the skill needs required to nmake those performance
i nprovements, both in the work unit and wth the individuals enployed the
The graphic above illustrates these three dynam c elenents and introduces

to the main focus of this sub-guide.

By reading the step-by-step exanples and the discussion that follow, you
will learn to identify performance gaps and address them to involve
st akehol ders in the process, to diagnose the causes for performance
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weaknesses, and fornulate some training solutions. You will also see ho
work with stakeholders to reach a consensus on the kind of training that
will result in the performance changes desired.

Anal yze organi zational performance

VWhat needs to happen first?

The Strategic Objective and Results Package team (SO RP team), incl uding
associ ated partners, need to answer the follow ng questions:

*\WWhat are the performance weaknesses your team needs to address at the
partner institution to fix the probl enf?

*WII| training help your team cl ose the performance gap?

*How can we (USAID and its partners) work together to solve the problenf

Is training part of the solution systen?

In order to answer this question your team needs to anal yze the perfornmai
of the institutions which serve as the delivery system (providers of goot
or services) in the sector involved.

Step One

Sel ect Target Organization

One of USAID/ Tepal's Intermediate Results (IR) is in creased exports of
surplus cereals to neighboring countries. Because the m ssion has already
coll aborated with its partners in determining this SO it knows sonething
about the key institutions working with cereals and exports in Tepal. The

SO RP team nenbers decided to take a close | ook at the capacity and
performance of one work unit where inprovenents m ght be nade that could help
themreach the IR The Division of Agricultural Statistics in the Mnistry of
Agriculture collects comodity price information that is published once a year
in a government report. The SO RP team believes the unreliability of the
price data, its infrequent publication, the inaccessibility of this
information to potential inporters in neighboring countries is a constraint to
reaching the IR Several team nenbers schedule a neeting with the Director of
the Divi sion.

During the devel opment of the mssion’s Country Strategic Plan and the

subsequent Results Franmeworks, you and ot her team nenbers made assunpti ol
based on your know edge of institutions (or target groups) active in youl
sector, that will affect the kinds of activities you design to help react
your strategic objectives and internediate or |ower-level results. You hi
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al ready conducted or reviewed sectoral assessnents, worked with

st akehol ders, talked to the end users of institutional services or produc
and brainstorned with team nmenbers about the SGs and IRs. Wth the wealt
of informati on and experience of these stakeholder groups to draw from
can proceed with confidence toward deternmining the kinds of activities tl
will strengthen the key institutions. O ganizational needs assessnent has
al ready begun.

The team should now articul ate the assunptions that went into di agnosing
weaknesses in the sector. Then describe the goals of partner institutior
in delivering services to the people and institutions in that sector. B
asking what |evel of services you can realistically expect these speci al
institutions (or work groups) to perform For instance, follow ng the
exanple in the box, can the Division of Agricultural Statistics produce
reliable price data four tines a year? Decide whether, and how, such an
i nproved perfornmance would help your teamreach its IR That is, would
better and nore frequent price information make a difference, or would it
sinply make donors feel better? Wuld you not also want to nake sure the
price information reached potential inporters in neighboring countries?

What have you acconplished thus far? You have listed the critica
assunptions that hel ped fornulate your SO(10) and I Rs(11). You then

sel ected your target institutions or organizational units. You identific¢
key constraint in achieving one of the IRs, such as the one in our exanpl
poor, infrequent and inaccessible coomodity price data. At this point, {
groundwork is established and your needs assessnent is off to a good stal

| dentify perfornmance gaps

Your team cannot design an activity to help inprove institutional service
or products in the desired sector w thout dealing with performance gaps.
Renmenmber that we train people not institutions. But, we no longer train
people in isolation fromtheir work places. Enployees perform services
whi ch, collectively, constitute the organi zation's output. Wat are thos
enpl oyees doing every day that produces those goods and services? Wy ail
they not producing nore or better quality output? Qur objective is to bt
institutional capacity by strengtheni ng human resources. Wat can we do
hel p?

We need to:

1) understand in depth the organi zation's present performan
| evel

2 deci de what needs to be changed that would result in
reaching our IR

3) identify which division, or group of enployees, can inpri
their performance to help bring about the desired change

4) consider training as a possible solution
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5) design training solutions to bring the work perfornmance f
t he | evel needed.

Desired Performance (|l ess) Actual Performance = Performance Gap

Renmenber that by "organization" we may nean a variety of work groups, su
as a division within a mnistry, or simlar divisions (such as "financi al
managenent") found in different institutions, or groups of NGOs working i
the same sector. A work group, or organizational unit, nust have measur:
outputs and be recogni zed as a coherent unit. A group of individuals, st
as nurse md-wves, who may work in a nunber of public and private
institutions, can constitute a work group for our purposes. The Division
Agricultural Statistics in our exanple is a coherent unit within the
mnistry that produces goods and services that can be neasured. On the
contrary, the Prime Mnister's Ofice of Legislative Relations, which hat
only a chief and one secretary, may not have neasurable output in that it
activities are primarily representational and political with fewif any
quantifiabl e deliverabl es produced.

We can | earn about performance gaps, including training needs, by asking
guestions such as:

What does this organization need to do better? (Desired Performance)
What does this organization need to do differently? (Desired Perfornmance)

What does this organization need to do that it hasn’t done before? (Desil
Per f or mance)

How does the organization currently carry out X? (Actual Perfornmance)
What is its current quality and level of activity? (Actual Perfornmance)

An exanpl e of calculating a perfornmance gap fol |l ows:

DESI RED ACTUAL THE GAPS
PERFORMANCE PERFORMANCE

Di vi sion of Agricultural Unreliable price data sinprove quality of
Statistics collects and coll ected and published collected

anal yses sound annually with little

comodity price data, analysis in a *i nprove anal ysi s of
and publishes it quarterly government dat a

in printed and electronic publication with

formto subscribers in limted circul ation. epublish nore freque
Tepal and nei ghbori ng various forns
countries.

eidentify “users” ar
wi dely to nei ghborir
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I ndi cators of performance gaps

Many indicators alert us that performance gaps may exist and each
performance gap identified is a potential training need. For instance,
technol ogi es, standards and trends often demand that enpl oyees change t h¢
wor k practices and behavior. People need to recognize that these new
demands nean | earni ng new approaches and skills wi thout which their
organi zation's output will be comprom sed. Privatization of
state-controll ed industries has chall enged the work forces in nmany counti
and reveal ed glaring performance gaps that nust be filled for |iberalizec
econom es to succeed. The gl obal comunication revol ution requires peop
to learn how to operate (and maintain!) fax machi nes, conputers, and | as¢
printers while they become famliar with finding and publishing informati
on the Internet. Training is the nost frequently used intervention to bri
t hese performance gaps.

Signs of Performance Gaps

New initiatives New goal s

Reengi neering New equi pnent
New syst ens Conpl ai nt's

Poor work quality Staff turnover
Staff conflicts Frequent errors
Unnet deadl i nes Low productivity

The box below | ists sonme of the elements that can accentuate perfornmance
gaps in any institution. Watch for these signs in an organizati on and a¢
your contacts how they plan to cope. Don’t ask “WII| you need training 1
this or that problen?” or “What are your current training needs?” At thi
point in the needs analysis process, you should not, through these |eadil!
guestions, assume that training will be the best solution. | nstead, | et
st ake-hol ders try to dissect the organi zati onal problens to suppl ement y«
anal ysis. Mdre informati on may be needed to clearly define the problem al
its causes, to determine if it is worth solving, and finally to propose
val uabl e and appropriate HRD(12) sol utions.

The second step, illustrated in the box below, is getting closer to the
problem Time spent "up-front" understandi ng the performance gaps to be
affected by training is a critical investnent, and will save you tine in

long run. You cannot design an effective training solution unless you ki
how t he organi zati on functions now, where it obtains its resources, what
work environnent is and where it needs to inprove.

As you become nore famliar with the organization, its mandate, principa
enpl oyees, supervisors and deci sion-makers, you are, in effect, conductit
the bul k of the needs assessnent. Map out the enployee rel ationships so
know who your clients are. Ask for job descriptions, if they exist, or (¢
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the key enployees to tell you what they do. Wite down the key el enents
their present jobs. You are not conducting an in-depth managenent anal y¢
of the organization, but you need to grasp the central elenents of the w
unit before seeing whether training may be used to inprove things.

Causes of perfornmance gaps

You are about to identify whether training i s needed or not. Once
performance gaps are identified and the performance changes required are
traced to specific work groups or jobs, you will need to understand why
these performance deficits occur. The causes of perfornmance gaps can be
categorized as foll ows:

Step Two

Get to Know the Target

The USAI D/ Tepal SO(13) team del egated three team nmenbers who were famliar
with the Mnistry of Agriculture to begin the process of identifying exactly
what had to be changed. One of the del egates had training design experience,
and anot her SO nenber had an advanced degree in Agronony. The initial neeting
began with the Division chief alone who quickly sumoned two supervisors from
sections that deal with data collection and docunentation. The USAID
representatives renminded the mnistry officials of their agreed-upon SO and
the new IRS that had been conpleted jointly. They di scussed whet her

i nprovenents in the reliability and availability of conmodity price

i nformati on m ght boost exports to two of the three nearby countries. As
mnistry officials described in detail how statistics are gathered, the
conversation quickly led to conplaints about how difficult it was to get the
data, given the inexperience of the staff, the use of untrained external data
collectors, and the poor condition of the computers. Finally, the group

consi dered other factors, such as timng, availability of data, and the

anal ytical skills of the “clients.” The SOteamleft with a deeper
understandi ng of the present situation and agreenent fromthe stakehol der of
the I'ink between inproving price informati on and pronoting exports.

I nternal causes related to KSA * KSA = Knowledge, Skillsand Attitudes' These
performance deficits can be renedi ed by changi ng the know edge,
skills or attitudes of those working wthin the partner organizatior
Looking at the exanple in "Step Two" (see box), perfornmance is

hi ndered by poor understandi ng or knowl edge of data anal ysis anong
the staff at the Mnistry of Agriculture. KSA-based causes can be
remedi ed t hrough training.

I nternal causes not related to KSA. These deficits will not be affect
by changes in know edge, skills or atti-tudes. \Wen factors such as
organi za-tional policy, corporate “culture,” working conditions, staffing
patterns, salaries and benefits, and tools and equi pment stand out as m
i nped-iments to changing institutional performance, enhancing KSA w ||
probably be insufficient to bring about the desired results. An exanple i
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the box above is the “poor condition” of conputers in the Mnistry of
Agriculture. Training alone will have no effect on renedying these non-I
probl ems. However, since nost internal non-KSA rel ated causes are within
control of the organization, these causes should be addressed by the SO t
and the partner organi zation as each results package is shaped.

External causes related to KSA. Every organi zation or target group us
external inputs to produce its goods and services. The organization may
have external sources for data and information or for raw materials and
supplies. 1In addition, external factors beyond the organization's contr«
may affect the working environnent, |abor policies or skill supply. Som
external causes of performance gaps are KSA-related, that is, they invol\
deficiencies in know edge, skills or attitudes of people delivering good:
services fromoutside the organi zation. Using our previous exanple, supj
that the Mnistry of Agriculture relies on price data collected by growel
associ ations for selected conmmodities. If the enpl oyees of these
associ ati ons have not been trained in accurate sanpling techni ques, the
reliability of their data is conpromised. |If training solutions for the
external causes are not foreseen, USAID and the partner institution may 1
cl ose performance gaps and can fall short of the intermediate result soug

Step Three

| dentify Causes of Performance Gaps

USAI D/ Tepal 's SO teamcanme up with a list to explain the causes of the
performance gaps in the Division of Agricultural Statistics. The teamfelt
that if these causes could be renedied, the resultant performance changes
woul d contribute directly to “increased exports of surplus cereals to

nei ghboring countries.”

sinternal KSA-rel ated causes: organization' s staff needs to i nprove data
anal ysis skills

internal non-KSA rel ated causes: organi zati on needs nore and better computer
har dwar e and
software to performdata anal ysis

eexternal KSA-related: suppliers of data need to i mprove sanmpling nethods and
organi zation's clients need skills in data interpretation

eexternal non KSA-rel ated: governnent policy changes required to all ow
organi zation to use conmercial printers

When | ooki ng for external KSA-rel ated causes, you also need to consider t
users of the institution or target group’ s goods and services. \Wat do
know about the intended users of the commodity price data provided by
Tepal’s Mnistry of Agriculture? |If the Mnistry inproves the quality al
distribution of its price reports, will wheat inporters in neigh-boring
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countries understand and use themto make market decisions? You may have¢
made a critical assunption that wheat inporters can and will use the dat:
Re- exam ne the assunption. Does it still hold? Although the end users («
"client") of your partner institution may have KSA-rel ated defi ciencies,
they do not cause the performance gaps you have identified. But these
client deficiencies can affect the outcone of your training solutions.
mnimum you will want to be aware of these factors so that you can meke
adj ust nent s as needed.

Ext ernal causes not related to KSA. These causes of performance
deficiencies include constraints beyond the organization's control, such
the surrounding policy or regulatory environnment, the poor quality of ra\
materials, supply irregularities, unreliable transportation, costly
comruni cati on and prevailing social and econonmic conditions. In our
USAI D/ Tepal exanple, the Mnistry of Agriculture may be required to use t
governnent printing office to print its price information. The backl og ¢
i nefficiencies that plague the state-owned printer makes publishing tinel
price reports unlikely. Determ ning whether these external factors wl|l
prevent your training solutions fromsucceeding is a key elenent for you
consi der. Deciding whether you can change any of these external realitic¢
that are not prone to training solutions, is also a major point to discus
wi th stakeholders. In the end, you (and the SO team and part ner
institution) will want to agree on the possible effect of the externa
environment on your training solutions and decide to what extent you can
i nfl uence change in areas where training will not be the principal answel

You shoul d not be overwhel ned at the nunber and conplexity of the problel
afflicting your sector, partner institution, organization unit, work grot
or trainees. Every institution has a m xture of the above internal and

external causes that explain its performance gaps. Your task is to be

famliar with the major forces at work, observe what can be inproved, an
plan the training intervention. Wrk with your partners to map out criti
assunptions about how training “fits” into a | arger system of performance¢
i nprovenments. This will help maintain a focus on the purpose of strateg
training: to bring about organizational performance inprovenents that wl
contribute to the attai nment of mutually-agreed upon devel opnent results.
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Traming solutions required to reach
intermediate results

Anal yze work pl ace performance to devel op training plans

Now, how cl ose are you to developing training plans? C oser than you thi
You have:

eidentified institutional performance gaps

eidentified the causes of those gaps and

edeterm ned which causes are KSA-related and mi ght therefore be addresse«
t hrough trai ning.

You can now identify the individuals or groups of individuals who mnust
performbetter or differently in order to contribute directly to the
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institutional changes sought. You should be confident that, should thes¢
performance gaps be bridged, the institution's performance will inprove
ways that will directly inpact on USAID s ability to neet at |east one ol
its intermedi ate results.

Agree on organi zational perfornmance gaps

One way to systematize the process of organizational diagnhosis is to
descri be the partnering arrangenents required and the results antici pat et
results for every series of linked (or like) training activities. Each
mssion will determ ne how and when to articulate the training activiti e
required (perhaps as part of the Results Package, perhaps in some other
m ssion-prescribed forn. Neverthel ess, before seeking an outside
contractor to inplenment training, the mssion and its institutional parti
shoul d have a cl ear understandi ng of:

Step Four

Devel op Sol ution Systens for Performance Gaps

USAI D/ Tepal s SO Teamin collaboration with its partner and rel evant

st akehol ders devel oped a training activity plan, which included a performance
analysis of the Division of Agricultural Statistics. The plan describes the
performance changes required in specific work units. It lays the groundwork
for the devel opment of a series of training actions to inprove workpl ace
performance of two groups: the external agents who supply data to the division
and the division's staff responsible for data analysis and reporting. Since
st akehol ders could not expect to train inporters in neighboring countries in
data interpretation, they have decided to include basic informtion on data
interpretation in each publication to inprove the readers’ ability to use the
data to nmake market decisions. Now the training activity plan will be used to
contract with a training provider to conduct detail ed workplace anal ysis and
then design and deliver appropriate training prograns.

*t he organi zati onal performance change(s) sought;
*the causal |inks between these changes and USAID Internedi ate Results;

*possi bl e causes for performance gaps (including causes other than those
related to know edge, skills, or attitude defi-ciencies);

ewhether training will be part of the solu- tion system and

*a general description of the Iikely com ponents of a training program:!
cl ose these perfornmance gaps.

Conduct work place analysis

Wrking with contractors/grantees, the partner institution, subject-mattce
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experts, and other informants, you now need to anal yze the know edge, ski
and attitudes of enployees in the jobs or work groups targeted. You neet
det er m ne:

ewhat the enpl oyees (potential trainees) need to know or do;
*what they already know, need reinforced or need to "unlearn;" and
ewhat new skills they need to learn in order to achi eve expected results.

You, contractors, or others working for you should carry out a brief
wor kpl ace anal ysis for each job category identified during the
organi zati onal performance anal ysis.

The process of needs assessnent you have already | earned remains the sam

1) identify performnce gaps; 2) determ ne causes of gaps; and 3) sel ect
appropriate sol ution.

Whet her you are conducting performance anal yses at the organi zati onal,
wor kpl ace or individual |evel, there are a variety of techniques that yol
can rely on to collect the data needed to answer perfornmance-rel ated
questions. Some require direct inquiry of individuals or groups, while ot
techniques rely on the review of existing docunentation and data. Whiche
techniques you rely on, it is inportant to use the resources and know ed
of the SORP teamto the fullest extent possible and only rely on

suppl emental data collection to seek out critical mssing elenments. The
SO RP team shoul d include as partners in this process those who will:

. be required to contribute to the perfornmance changes sought
. i npl ement the “solution systeni to bring out the changes sougt
. benefit fromthe results of the performance changes.

I ncl ude managers, supervisors, potential training participants, even cli«
and custoners. Target individuals, groups and existing conmttees. Look f
people intimately famliar with the target organization or work group. |
i ncl udi ng stakehol ders in the process of work place performance anal ysi s,
you will build their commitnent to whatever training is required.

Descri be work place performance gaps

It is inportant to systematically collect, analyze and agree on work pl ac
performnce needs) for every work unit or job category targeted. In sone
cases, when partner institutions are relatively small, well-known and | a¢
conpl ex internal structures (having few departnents and a small number ol
j ob categories), a discussion of work place performance gaps can be

i ncl uded. In general, however, these tasks can be assigned to a contract
as part of an assignnment to design and inplement the training activities
required. In either case, the SORP teamor the contractor needs nmintai
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focus on critical performance issues while noving fromthe macro-I|evel ol
organi zati onal needs assessment to the mcro-|level of work place perform
anal ysi s.

In addition, before the design and inplenmentation of individual training
activities begins, you will need to reach agreenment with stakehol ders on:

swork place performance changes sought in terms of increased or new KSA;

*the causal |ink between workpl ace changes sought and institutiona
per f ormance changes sought;

eother (non-KSA related) factors or causes that need to be addresse
as part of the training solution proposed;

ca timetable for the devel opnent of course-specific inplenentation
pl ans.

You will find that a brief, but carefully- constructed performance

i nprovenment plan will greatly enhance the planning, inplenentation and
nmoni toring of your training activities. The nenbers of the SO RP teans
responsi ble for training will be able to focus on the one area where the
nmost results can expected fromtraining: job performance inprovenents.

Step Five

Specify Trai nee Performance | nprovenents Required

USAI D/ Tepal has contracted with a private firm ABC Inc. to design and

i npl enment the training required. The Scope of Wrk witten by USAID and its
partners called for the firmto anal yze performance deficiencies prior to
designing the training program ABC Inc. drafted a performance inprovenent
plan for the staff of the Division of Agricultural Statistics. It was
determ ned that after a three-week training program 90% of the targeted staff
woul d be able to:

1) anal yze sanples of data to project regional and national price trends (a new
skill)

2)devel op clear, concise reports on grain commodities within three days after
receiving data fromthe field (inproved skills), and

3) evaluate the quality of data received from outside sources by conducting
sinmple controls (a new skill).

Concl usi on

We have cone full course fromknowing only a little about the performance
weak- nesses of key institutions in our sector of interest, to understandi
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in sonme depth the causes of poor output and how training mght provide a
solution. Wth this know edge, we can be nore certain that the training

eventual | y designed and delivered will help our SO teamreach its
internmedi ate results. And by involving our partners in the process, we
i ncrease the chances that the KSA acquired by the enployees will be used

the workplace. Finally, if the enployees performbetter in an inproved \
environment, we can expect to see results.

A Checklist for Needs Anal ysis

Sel ect Target Organization

Get to Know the Target

| dentify Causes of Performance Gaps

Devel op Sol ution Systens for Performance Gaps
Speci fy Trai nee Performance Changes Required

We al ways need to renmenber that training in isolation is not a solution.
want to link our valuable training investnments to USAID s strategic
objectives and to the needs and results of partner institutions. As nucl
we would like to train worthy enpl oyees of institutions critical to our
sectors of interest, we know that training without identifying the work
pl ace needs is not a solution. We have also | earned that there are cause:
for performance gaps that are beyond the reach of training, and that
training is not always the renedy for every institutional problem

Nevert hel ess, when training is planned after careful needs analysis, to
cl ose performance gaps in an institution, organizational unit or work gr¢
and is used in concert with other devel opment efforts, it is often the m
successful way to get results frominvestnents in human resource

devel opnent. \When you ensure that targeted, performance-based needs
analysis is the foundation of every training program you have taken gre:
steps in ensuring the return on those training investnents.
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Subgui de 4: CONTRI BUTE TO | MPROVEMENTS | N
ORGANI ZATI ONAL PERFORMANCE

Source Information (14)

| NTRODUCTI ON

Contributing to Inmprovenents in Organizational Performance is one in a
series of practical nmanuals for follow ng the HRDA' s Best Practices Gui(
a road map to excellence in human capacity devel opnent.

This subguide is for USAID staff, partners, and contractors who pl an
devel opnment activities for strategic objective and results package teans,
al l ocate resources for training, and nonitor performance. This is not a
docunent for training officers al one.

The objective of the subguide is to denponstrate how training resources c:
contribute to changes in organizational performance that further achievel
of a mssion's strategic objectives. It provides answers to the nost

rel evant, commonly asked questions on the subject of organizational i npar
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What constitutes an organization?
Why focus training on the organization?
VWhat are performance probl ens?
VWhat nakes for the right environnment?
VWhat strategies should we foll ow?

This subguide is closely related to other best practices. \Wile the best
practices are not strictly sequential, Contributing to Inprovenents in
Organi zati onal Performance provides gui dance for activities that begin ol
a needs assessnent has deternmined that training is an appropriate respon:
to a devel opnent problem
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BACKGROUND

An organization is a work unit accountable for specific outputs

An institution my house one or many internal organizations

VWhat is an organi zation?

For the purposes of this guide, an organization is a formal work structus
i nvolving nore than two people and has a measurable output attributed to

You should not think of an organization only as a government mnistry or
| arge conpany. It could also be a small business, a nonprofit organizati «
a departnment, or even a single work unit within a division. The custoner
service office of a manufacturing firm the accounting branch of a

uni versity, or the procurenent departnent of a ministry of health are al:
consi dered “organi zations” if they are recogni zable entities w th output:
that contribute to a | arger whol e.

Strategic objective teans will identify institutions that will serve as
partners. These institutions, or subsets of them may constitute

organi zations that are the focus of discrete training activities. In the
exanmpl e bel ow, which we will follow throughout the subgui de, the Foreign
Trade O fice is an organization within a larger institution.

One of the Mssion's strategic objectives is to increase export revenues
fromtraditional products. In its results framework, the SO teamidentifi
the Mnistry of Coomerce as a partner institution. An assessnent team fol
that within the Mnistry, the Foreign Trade O fice holds the portfolio f«
export promotion. The Foreign Trade O fice conprises twelve enpl oyees, ol
whi ch seven are professionals, and its director reports to the Mnister.

Why shoul d we focus on organi zations?

Training creates increnental value for beneficiaries, beginning with
i ndi vi dual trainees. The continuum of training’ s added value is depicted
t he chart bel ow

Training creates high value, or worth, at the |evel of the organization

The chart is based on a well-known nodel that proposes that training ha
its first inpact on the know edge, skills, and attitudes (KSA) of the

i ndi vi dual trainees. When the trainees apply their acquired learning to
their jobs, the effect of training reaches the workplace, and its val ue
grows (Brinkerhoff, p. 6). If the workplace inprovenments in turn enhance
performance of the organization, then the value of training will have

i ncreased commensurately.

We focus on the organization to realize the greatest possible value from



HRDA Best Practices Guide 60
training investnent.

Training-for-results signifies neasurable changes in performance

For USAID, training is a tool for achieving results. In the past, USAID
evaluated training, like other fornms of assistance, by the nunmber of its
activities and outputs. Inpact indicators usually focused on the trainee
al one and typically ignored performance neasures.

Training-for-results is another matter. When we train for results we exp¢
changes that help us reach our strategic objectives. These changes, know
internmediate results in a Results Franework, often require changes in

organi zati onal performnce. The changes nust be observabl e and neasurabl ¢

We plan training to contribute to organizati onal perfornmance because it
| argely through organi zations that USAID achi eves results.

What are organi zati onal perfornance probl ens?

A performance gap is the difference between present results from desired
results

We define an organi zati onal performance problemr as a gap between what is
actual | y happeni ng and what shoul d be happening. Al organizations, whetl
public or private, can neasure performance in terns of productivity,
efficiency, or quality of service. For exanple, private conpanies often 1
profitability as an indicator of performance. Here, you would anal yze t he
organi zati onal problem by conparing the actual profits to the desired
profits.

When a USAI D planning teamtargets an organi zation for training, it is
usual Iy because that organization has a performance problemthat is
obstructing the achi evenent of a strategic objective. Wen the source of
problemis related to know edge, skills, and attitudes, training can addi
the problem by closing or dimnishing performance gaps. In the exanple
bel ow, the team has identified the Foreign Trade O fice because that its
out put does not correspond to expectations.

Trai ning can address performance problens related to the KSA of workers ¢
manager s

In the course of its custoner service planning, the SO team di scovered tl
one obstacle to greater exporting is lack of tinmely, analyzed informatiol
for exporters. The Foreign Trade O fice is expected to provide this

i nformati on. Assessments show that the Ofice’'s problemis one of

i nadequately trained, but otherw se conpetent, personnel; it is not one ¢
equi prent or other resources.

The Foreign Trade O fice has a performance gap that they can address thre
training. The training will have performance objectives at the |evels of
i ndi vidual s (trainees), jobs, and the organization. To achi eve the

obj ectives, the right environment must exist.
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VWhat is nmeant by “the right environnent?”
Ri ght environment nurtures training’'s worth to the organi zation

In our context, right environnent neans working conditions that allow pec
to apply the know edge, skills, or attitudes acquired through training. °
“right environment” allows the value of training to grow. You should not
underesti mate the inportance of the right work environnent for your

trai nees. Where training provides the | earning experience, the formula f¢
success has been represented thus:

Learni ng Experience X Work Environnent = Results

The formula is expressed as nultiplication rather than addition to nake t
point that in the absence of a right work environnent, the results for tl
organi zati on woul d be zero (Robinson, p. 11).

Capital, equipnment, and personnel, for exanple, affect the work environm

Two types of factors affect the organizational work environnment: physica
and human. \When we address the question of right environment for trainee:¢
returning to the workplace, we nmust know whether training is a sufficient
response to a performance problem A sufficient response is one that wll
effectively address the performance problemw th no other inputs. If the
Foreign Trade O fice were not adequately equi pped with conmputers, softwal
and printers, for exanple, training would be necessary but insufficient t
cl ose the performance gap. Physical factors would inpose |limtations. If
O fice were lacking in adequately educated staff, training of existing
personnel would still fail to close the performance gap. There woul d
continue to be human limtations.

Even, however, when training is a sufficient response to a performance
problem the right environment will depend upon the organization’s
receptivity to the training program As our continuing exanmple shows, t he
attitudes and expectations of supervisors, managers, and col | eagues are
determ ning factors in creating receptivity.

All staff of the Foreign Trade Office report to the Director. They have not been encouraged to work as ateam, and they view
training as an individual opportunity. The Director can influence the way in which her staff perceives the training, but she
reports to the Minister, whose position on the program is still unknown. Only the Minister can approve the program.

Col | aboration prepares the right environnent

To ensure that training contributes to organizational perfornmance, you
should work strategically with the partner organi zation. The remai nder ol
thi s subgui de di scusses the elenents of a strategy. Qur focus is on
approachi ng the organi zati on. O her subgui des di scuss ongoi ng col | aborati
as well as designing, inplementing, and nonitoring training that wll
contribute to inprovenents in organizational performance. Pl ease renenbel
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wor ki ng effectively with organizations is often very sinple. For experiet
trai ning managers, many of the steps and procedures set forth bel ow are
part-and- parcel of your standard operating procedures.

STRATEQ ES

The chart bel ow shows the flow of events that should occur to optimze
training’s contribution to an organi zati on’s performance:

Let’s see what we nean by this chart.

How do we identify the internal stakehol ders?

You should [ ook for the people inside the partner organi zati on who stand
gain or lose directly fromthe training program You should neet with the
formally or casually, to discuss their feelings about the proposed traini
Find out if anyone is threatened by or disgruntled with the idea. Learn i
the internal stakeholders what they perceive to be the needs of their

or gani zat i on.

One nenber of the SO team knew sone professional staff of the Foreign Tr:
Ofice. He visited with themindividually at work and outside of work to
di scuss the training and the Ofice's needs. He al so made an appoi nt ment
speak with the Director. He | earned that, although the M nister was
interested in the training, there was unlikely to be anyone outside of tl
O fice who would directly benefit fromthe training. No one seened

t hr eat ened, al t hough some skeptici smwas expressed.

How do we identify our client?

Having identified stakeholders, you nust find out who is the client for \
programw thin the partner organi zation or the enconpassing institution.
define the client as a person or group of persons who must neet both of t
following criteria (Robinson, p. 39):

The client can stop the training programor have it extended

The client nust have organi zati onal authority to decide on inplenenting t
training activity. If displeased, this person can stop the project.

The client nust have a need to be involved in and nake deci sions regardilt
the strategic inplenentation of the project.

The client is the partner’s representative, its warrantor of success

In larger organi zations, the client may be one or two | evels above the
trai nees' direct supervisors. If the client is not readily obvious, you 1
to ask sone questions: "Who will really decide to go ahead with this
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trai ning?" and "Who should be involved in decisions regarding the trainit
to ensure its success?" and "If sonething goes wong, who can correct the
situation quickly?" This sort of inquiry will |lead you to the right pers«

After nmeeting with some internal stakeholders in the training, the SO te:
| earned that the Director of the Foreign Trade O fice would only approve
training if the Mnister hinself gave his approval. Furthermore, if thing
were not working out well, the Director would probably not be able to tal
corrective action. |If the Mnister were interested, however, he would mal
sure that problens were addressed. The SO team asked the Director to arr:
a neeting with the Mnister, which they would attend together.

Identifying a client may take a few nonments of reflection or it may denai
sone investigation. However difficult, it is worth your tinme. As the
partner’s representative, the client will give the warranty of success t«
t he col |l aborative effort.

The absence of a true client is a warning signha

Not every training programhas a true client. The absence of a client,
however, may signify that there is not sufficient support or accountabil
for training results. Hi gh inpact training—training crafted to produce
results—does not thrive in the absence of a clear client and you should
reviewit for its potential effectiveness.

You nust establish a collaborative relationship with the client. Wthout
col l aboration, the training is often inefficient and usually ineffective.
Col | aboration is discussed in greater detail in the subguide Coll aborate
wi th Stakehol ders.

Organi zations have their own needs and goals

What shoul d we know about the partner organization’s needs?

Your partner’s organizational needs correspond to the intermedi ate result
that USAID is seeking. Wile SO teans shoul d hel p partner organizations
understand USAID s strategic objectives, it is equally inportant that the
team understand a partner organi zation’s needs. Arriving at such a nutual
understanding is part of the consultative process that USAID enphasizes {1
all phases of activity planning, inmplenentation, and nonitoring. Let’s
return to our exanple.

During their neeting with the Mnister, the SO team expl ai ned that USAI D
a strategic objective of boosting the country’s export revenue, and that
necessary internediate result is greater access to useful market informat
for exporters. The Mnister praised the work of the Director of Foreign
Trade and said that, traditionally, nmuch of the mnistry's work has been
reactive and regulatory. In the spirit of nodernization, the mnistry she
becone both proactive and coll aborative with the private sector. The
proposed training could provide the means for the Foreign Trade O fice t«
take the lead within the mnistry in nodernizing its mandate.
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Trai ning works best when tied to organi zati onal needs

The M ni ster has expressed an unequi vocal organizational need and

under stands how training could help. This is a nonent of opportunity. Whi
USAI D' s objectives may be of interest to him what is inmportant to himai
his own objectives. Every good manager nust understand this basic human
principle and seek to know the client’s felt needs. In our exanple, the
organi zation’s objective is consistent wwth USAID s objective, or
intermedi ate result.

In planning training for organizational perfornmance, you must understand
organi zation’s own needs and show how the training will help satisfy thel
"Where there is a clear and shared vision that links training to busines:
goals, training is likely to be effective" (Robinson, p. 79).

Having net with stakeholders, identified and talked with the client, you
have succeeded in linking the training to organi zati onal needs and
objectives. During these neetings, you will have had opportunities to

di scuss current and expected organi zati onal perfornmance.

How do we establish performance indicators, baselines, and targets?
An indicator is a characteristic used to neasure intended change

An indicator is a nmeasurenent concept that allows you to track changes it
performance. In training, an indicator should be expressed in ternms of hi
performance. The key question in establishing an indicator is “Wat do

i ndi vi dual s—enpl oyees and managers—eed to do differently to bring about
desired changes?”

Di scussions with stakehol ders and the M nister showed that the Foreign Ti
O fice was providing unanal yzed and obsol ete informati on about tw ce a y¢
to exporters. They agreed that with the appropriate training, they could
provi de rel evant market and product data at |east once a nonth in a form
useful to exporters. The information would be no nore than one week ol d |
the time they distributed it.

Baseline is the perfornmance before training
A target is the performance you expect after training

In the exanple, the enployees need to inprove the quality and tineliness
the information they give to exporters. “Quality and timng of informati«
are, therefore, the performance indicators. You should work w th your
partner to refine indicators so that they are objective, direct, and val
Wth refined indicators, you can establish a baseline and set targets th
al l ow you to nonitor progress.

The baseline describes—n terns of the selected indicator—the performance
| evel before training begins. The raw baseline in the exanple is
“unanal yzed, obsolete data provided only twi ce per year.” Depending on tl
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conplexity of the subject matter, it may be unnecessary to establish
basel i ne data any nore specific than that.

The performance target represents the desired | evel of performance, or tl
intended result of training. In the exanple, the Foreign Trade Ofice ma
want to have performance targets such as “information produced in a

cust omer - approved format,” or “information distributed once a quarter.”

We have only discussed indicators, baseline, and targets at the |evel of
organi zati onal performance. Individual performance indicators should figt
into the training design.

Now t hat you have nmet with stakehol ders, identified the client, and
established at | east rudinmentary indicators, baseline, and targets, it i¢
time to confirmthe understandi ng anong all stakehol ders through a proj e«
meet i ng.

How do we hold a project neeting?
A project neeting confirns expectations and secures coll aboration

You neetings with stakehol ders and clients have varied fromthe casual t«
the formal, and they have been largely informative. Now you will gather
one roomthe client, trainees, their managers, and the custoner, as wel
one or nore nenbers of the SC team The purpose of the neeting will be t«
prepare the ground for a formal training agreenment. You will want to:

Confirm nutual understanding of USAID and the partner’s objectives
Gai n agreenment about performance indicators, baseline, and targets
Ensure col |l aboration for right environment

Determ ne a schedul e of events and responsibilities

At the end of the neeting, you should summari ze the agreenents reached.
you shoul d docunent the agreenents and key stakehol ders shoul d sign-off.
(For a checklist for a training partnership agreenent, see the subguide
Col | aborate wi th Stakehol ders.)

The SO team held a neeting in the conference roomof the Mnistry of

Comrerce. Attending were the Director of Foreign Trade, three of her stal
a representative of the Exporters’ Association, and two nenbers of the S
team The SO team nenber responsible for the program described briefly ti
M ssion's interest in the activity and how this interest aligned with the
M nistry' s goal of nodernization. He then described the current perfornma
and the expectations of the training. A general discussion followed about
various responsibilities, and a start-up date for the training was propos

If the neeting has succeeded, the Mnistry will now feel ownership of the
program A Training Partnership Agreenent will signal that it is tinme to
design a training programthat serves the interest of all the stakehol del



HRDA Best Practices Guide 66

Early successes deepen coll aboration

What can we do after the training has begun?

Look for a success fromthe training to encourage trainees and the client
Dependi ng on the |l ength and scope of the training itself, a success may 1
be possible until conpletion of the program Renenber the value conti nuul
training has an inpact on the individual, the job, and the organization.
shoul d report successes, or positive inpact, at any of these |evels.

The training for the Foreign Trade O fice included all professional stafi
and the Director. The training |lasted two weeks. After one week, nost

i ndi vi dual s coul d denonstrate new skills in data analysis and presentati «
Three weeks after return to their posts, every trainee was applying the
skills learned. After six weeks, the Ofice sent out to exporters trade ¢
that were tinely and anal yzed. A feedback form acconpani ed the mailing.

Jointly monitor progress and report on perfornmance

In our exanple, we find three successes, each of which could be the obj e«
of attention in a talk, report, menorandum or news clip. Nothing succeet
| i ke success.

The second thing you nay do to enhance training s contribution to

organi zational performance is to jointly nonitor the training. Finding a
success is part of this collaborative process. You should nonitor change:
the performance of trainees and the organi zation. Report on performance
changes, not only nunmbers of trainees or |level of satisfaction. You shou
regularly informall the stakehol ders of progress, highlighting inprovem
i n organi zati onal performance.

SUMVARY

Best practices: a road map to success in training

Thi s subgui de has focused on ways to ensure that training contributes to
i nproved perfornmance of organizations in areas of strategic interest to
USAI D. Through occasional review of this and the other best practices in
HRDA gui des, you will help nmake training a powerful tool.

The checklist on the follow ng page is a sunmary of the action points

di scussed in this docunent. It should serve as a conveni ent rem nder of
things to do and to consider when planning training to ensure high inpact
or gani zati onal performance.

CHECKLI ST
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Ascertain that you are working with a legitimte organization and identif
the mandate of the organization.

Under stand the organi zati onal performance problemrelated to the m ssion
strategi c objective.

Meet, formally and casually, with internal stakehol ders to understand t he
concer ns.

Identify and neet with the client or client group to understand their
organi zati onal needs and objectives and to determne the fit of the trait
in that context.

Est abl i sh performance indicators, then determ ne the performance baseli n¢
and set targets.

Meet with all stakeholders to confirm mutual understandings and jointly ¢
a formal training agreenent.

Look for an early success.

Moni t or progress collaboratively and report on perfornmance inprovenents.
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Subgui de 8: PROVI DE FOLLOW ON SUPPCRT TO TRAI NEES
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Source Information (15)

| nt roducti on

Provi de Fol | ow-on Support to Trainees and Partner Institutions is one in
series of subguides which anplify steps from HRDA's Best Practices Guide
the strategi c managenent of training. Adopting best practices in the
everyday pl anning, design, managenent and nonitoring of training wll
increase the results we are | ooking for fromour training investnents ane
contribute to achieving USAI D m ssion-|evel strategic objectives.

I don't understand why our returned trai nees have not been able to meke
changes we and our partners wanted for our team s target organizations.
one year later, there are only m nimal perfornmance changes to report.

Many readers can identify with the observation cited above. Sone people
estimte that USAI D spends upwards of $300 million on training each year,
wi t hout counting partner and trainee contributions, yet fails to devote

enough tinme or noney to |leveraging this investnent. \What can USAID trait
prof essionals and SO team nenbers do to inprove our post training support

Thi s gui de provi des advice on designing and pronmoting foll owon activitic¢
to increase your chances of getting the organizational performance chang¢
you need. Previous attenpts by USAID to encourage, or even force, m ssiol
to undertake foll owon prograns have been di sappointing. M ssions need
practical help, not in howto set up an alumi association which may or 1
not be appropriate, but in howto undertake a few activities that can
dramatically increase the chances of getting results fromtraining.

Post-training neglect is one of the nmpjor weaknesses in the way we manag¢
the training cycle. It is a significant barrier to reachi ng—and
recogni zi ng—per f ormance changes at the organi zati onal work places our SO
teans have targeted. Even worse, without attention to foll owon, we m s
opportunities to influence change beyond the trainee's work place yet wit
USAID s strategic interests. In short, we need to take a fresh | ook at
followon, and how to realistically include these activities in our
managenent responsibilities.

First, let’s agree that strategic training cannot succeed w thout

instituting the Best Practices described in these subguides. Inplenmentil
the right followon activities will greatly increase the |ikelihood of

training success. We nust find tine, and resources, to invest in follow«
if we expect to get results fromtraining. It is no |longer feasible to

for an audit or evaluation to discover that a targeted foll ow on
intervention m ght have ensured that training sparked the performance
changes we sought in the organizations selected for assistance.

What can Fol | ow-On Do?
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1. Essential Follow on Support is used to acconplish workplace performnc
changes such as:

*the transfer of new know edge, skills and attitudes (KSA) to the workpl:
ceffective | eadership that |l eads to instituting change

2. Supplenmentary Foll owon Support is used to nmaximze training results ¢
as:

*the involvenent of returned trainees in activities pronoted by SO or RP
t eans

the application of new KSA beyond the workplace in support of USAID or
m ssi on obj ectives

Second, as we design and inplenment followon activities, we nust renenbel
that when we maintain relations with fornmer trainees we are al so interact
wi th USAI Ds partners and custoners. Perhaps we should not refer to these
partners and custoners as "forner" trainees: don't we expect themto
continue learning while applying their new skills and attitudes to their
wor k place? Trai nees who apply new skills and know edge can becone

catal ysts for change and can hel p USAI D keep in contact with other custol
and partners. Followon can also be a path through which SO teans stay
abreast of institutional developnments in target sectors and gather
information to use for Results Packages and, of course, for planning futi
training interventions.

We can break down followon activities into these fam liar categories:

etraining (such as supplenentary training, in-country workshops, or
attendance at conferences), for both the trai nees and perhaps supervisor:
wel | ;

et echni cal assistance from host country experts or expatriate consultant:
(such as arranging for a nentor or specialist to assist trainees at an
institution, perhaps with on-the-job coaching or periodic work pl ace
performnce assessnents); and

ecommodity support (such as the purchase of publications, conputer softw
on- line Internet access, etc.).

When can you determ ne the types of followon activities to inplenent?
Someti mes sol uti ons appear early-on in the training design stage; in ot he
cases you may not know how to help trainees until they return and deal w
the transfer of their newy-acquired skills. In sonme cases, activity
managers may identify a followon activity at the last mnute in order t«
save a training investnent frominpending failure (see box for an exanpl ¢

What ever the case, follow on progranm ng is best designed and i npl enent e«
cl ose

The Last M nute Foll ow- On Rescue:
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What NOT to do

In the early 1980s the USAID m ssion in Tepal |aunched a huge partici pant
trai ning program designed to provide graduate degrees to roughly 700 of t
"best and brightest"” from Tepal universities. It was assuned that the
returned participants would find jobs upon their return home. As the

trai nees conpleted their degrees in the sciences, nmany chose not to retul
home to face unenpl oynent. There were no followon activities designed t«
hel p trai nees network with potential enployers, including governnment, or
build job search skills. When the non-return rate exceeded 60% and the |
auditors arrived on the scene in the |late 1980s, USAID funded a snall
project office in Tepal to sensitize enployers to the value of U S. degr¢
wel cone hone the graduates with re-adjustnent workshops, job search ski
and a place to share leads. The office itself was staffed |argely by
returned trainees. Wthin a short tine, the return rate inmproved and

i ncreasi ng nunbers of Tepal ese becane enpl oyed. But many had | ost hope :
di sappeared into the U S. high-enploynment | andscape. Although the proj e«
had ot her inplenentation problens, |ack of followon was its nmgj or weakns

association with the key stakehol ders: the trainees and their supervisor:
and col | eagues at partner institutions. If you devel oped a training
partnership agreenment (see subguide #2), you are already on your way tow
clarifying the roles and responsibilities of stakeholders in conducting
followon activities.

Know ng that m ssion training specialists and SO team nenbers are al read)
stretched, we will not propose conplicated followon activities in this
subgui de. Each action, however, mnmust be tailored to the context in whicl
the trai nees operate and nmust be planned for clear results.

In this subguide, we divide followon investnents in two groups: essenti:
fol |l owon support and suppl enmentary foll ow on support.

Essential Foll ow on Support: Applying Wiat was Lear ned

Essential Foll ow on Support consists of USAID- sponsored interventions thi
support the application of Know edge, Skills and Attitudes (KSA) once
trainees return to the workpl ace.

The first step in designing these prograns to is to find out what your
trainees need to put new KSA into practice, a sort of mni-assessnment th:
shoul d happen during training design:

*Does the partner institution (the trainees’ workplace) present obstacl e
t he application of KSAs that USAID could help alleviate?

e WII trainees have the tools and naterials they need to practice new
skills?

*WII| trainees be isolated fromopportunities to better understand new
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concepts, such as neetings of professional groups, or fromrisk-free
opportunities to practice skills with fellow trainees or coll eagues?

Facilitating the transfer of training

The design of pre-training and follow on activities should be an integra
part of overall training design. Each conponent should fit together to
ensure that training does what it is intended to do: contribute to the
attai nnment of internediate results.

Preparations for Follow on Begin Early

Pre-training support fromthe partner institution will also enhance the
transfer of training. Pre-training strategies include:

ereachi ng agreenment on the need for workplace inprovenents
einvol ving supervisors and trainees in performnce analysis
ereviewi ng course content with supervisors and trainees

eof fering incentives to enpl oyees who i nprove perfornmance
etraining managers in supervisory and coaching skills

Ref: Broad, 1992

In the box are exanples of pre-training strategies that can support the
transfer of training to the work place by trainees. Consider them when y«
| ook for ways to help trainees inprove their workplace performance. You 1|
to identify both notivators and obstacles to performance inprovenents. °
initial design of followon prograns will be based on what can help or

hi nder the application of KSA in each workpl ace.

For exanple, during the identification of training needs in partner
institutions and the relevant work units, the SO or RP team determ ned tl
trai ning was but one input needed to produce the perfornmance inprovenent:
required. As part of an institutional performance anal ysis, team nenbers
m ght have asked supervisors at the target organizational unit this
question: “If USAID arranged to trained your staff in X, would that be
enough to allow themto nmake changes in the way they do Y?” Let’'s assune
that the SO RP team found that policy changes were also required within t
organi zation, or that trainees needed new tools to inprove their job
performance. The team should then plan followon interventions to allevi:
those non-training constraints that were identified (see subguide #3 for
more on the identification of causes of performance gaps). In this way
returned trainees will be able to apply newl y-acquired skills and the
transfer of training will occur.

VWhen the formal training programis conplete, you nay have to nodify youl
original followon strategy. Monitoring of trainee | earning may indicate
need for additional course work or practice or nonitoring trainees’
application of new KSA may show t hat on-the-job coaching is required.
Renmember that nonitoring and foll owon go hand-in-hand. The information
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produced by monitoring the results of your teamis investnments in human
resources will give you rich clues as to whether your original followon
desi gn needs revi sion.

What kind of activity would you design to inprove an organi zation’s enab
environnment for newy trained staff?

* Show seni or managers the potential returns fromthe application of new
skills. Ensure that nanagers “own” the need for perfornmance change in
their units. They nust be convinced that the new KSA training wll provi
directly benefits their work place. Hel p managers understand that traine¢
need to have opportunities to practice new skills and have receptive
supervi sors and col | eagues.

eList the inprovenents needed in the “enabling environment” and propose
sol utions. The table bel ow provi des an exanpl e.

Organi zati onal Probl en Sol ution

The Board of Trustees of a university, USAID and ot her donors have
agreed to

under pressure to introduce budgetarysupport the University in

t hi s undertaki ng.

refornms, has mandated a new A series of exploratory neetings
have been

results-oriented accounting systemheld to identify where change
i s required.

Accountants will play a key role
in

devel opi ng the reform program and
will

need new skills to inplenment the
new

system
Probl enms in Workpl ace Enabling Sol ution

Envi r onnent

The Head of Personnel raises concernsSenior managers throughout
the university

because he thinks the accountants wantwi || be made aware of the
probl ens

training so that they can travel and coll ect pushi ng these changes
and w Il be

per diem consulted for input into the
reform

Accounti ng departnent supervisors haveEnsure that these
supervi sors are included

not had any training thenselves lately andin information and
pl anni ng di scussi ons
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feel threatened: they think that advancedabout the new system

They will work

skills will make the accountants norewith training providers to
define the new

likely to receive pronotions. skills needed for their staffs
and for

t hemsel ves.

The accounting departnent cannot processThe training provider
works wth the
mont hly payroll and vendor paynents w thtrai nees and their
supervisors to develop a
its staff away on training for tw weeks. trai ning schedul e that
wi | | accommpdat e

wor kl oad requirenents.

You can al so design foll owon prograns to conpensate for one of the
shortcom ngs of even the best classroomtraining: little opportunity for
trainees to practice in a setting simlar to the work unit.

Add-on practical training in situations simlar to the trai nees workpl ace
or, if possible, in their actual workplace can enornously increase the vi
of classroom trai ning.

How woul d you provide trainees with opportunities to practice what they
have | earned?

* Supervi sed practice sessions with qualified staff can be arranged after
work or on weekends to allow trainees to practice in a risk-free environi
where they will not be afraid to make ni stakes.

Involve ManagersIn Training Transfer

A performance anal ysis of 15 district health clinics in Tepal identified
nunmber of staff behaviors that would i nprove standards of clinic hygiene.
Al t hough clinic managers showed an understandi ng of the need for high
standards of hygiene, they rarely took the time to denonstrate sanitary
practices to their staff.

Three representatives fromeach district participated in a series of fiwve¢
hal f-day prograns in sanitary practices. Cinic managers attended a two-1I
session in which they were asked to seek out opportunities to nodel the
targeted behaviors thensel ves and to provi de verbal encouragenent each ti
anot her staff nmenber performed the desired behaviors.

Six nonths after the training was conpl eted, performance nonitoring sho\
that trainees as well as all other clinic staff consistently practiced
sanitary behaviors. In fact, hygienic conditions in every clinic had
dramatical ly inproved.

Sonmetines trainees feel that their new skills are not val ued because thei
supervisors lack the same skills or don’t care whether the new skills ar«
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practi ced.

How woul d you ensure that trainees are notivated enough to practice what
t hey have | earned?

* Encour age nmanagers and super- visors to systematically nonitor training
transfer.

For additional strategies to inprove the transfer of training, consult Bi
and Nostrum's Transfer of Training: Action Packed Strategies to ensure Hi
Payoff from Training Investnents (Addi son Wesley, 1992). Broad s work
provides a detailed description of strategies for post-training actions |
the trainer, the trainee, and the workpl ace supervi sor that can increase
i keli hood of training transfer.

Spreading the results of training

If trainees are successful in applying their new know edge and skills in
wor kpl ace, their success can create conditions for other perfornmance

i nprovenents in the sanme workpl ace, in the organization, or even in the
communi ty. Recogni zing and pronoting | eadership should not be limted to
trainees. Since stakehol ders—such as workpl ace supervisors or

col | eagues—pl ay such an inportant role by enabling trainees to use their
skills, their contributions should al so be valued. By recogni zing

organi zati ons, supervisors and trai nees whose actions add value to produc
and services extends the benefits to the wider cormunity and ot her

organi zations. The nmultiplier effect of change can even |lead to encourag¢
partner organi zations inproving performance in areas other than those
targeted in USAID s Results Package.

Publ i ci zi ng training successes

The mission, or its institutional contractors, can spread the word about
per formance changes achi eved through training in the follow ng ways:

Use Success To Pronote Change

USAI D/ Tepal sought to increase Tepal’'s export of value-added agricul tur:
products. Major investnents in training and technical assistance to both
producers and the exporters of these products, along with a successfu
program of policy refornms had very good short-termresults. In order to
further | everage these investnents, the mssion planned a series of news
conferences, newsletters and radio interviews to tell the stories of firi
that recorded 500% i ncreases in exports of fruit juices, dried spices, al
wood products over a three-year period.
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As a result of this nmedia campaign, Tepal’'s Export Pronotion Board report
a doubling of the nunmber of requests it received for information and
techni cal advi sory services.

Award cerenoni es can be organi zed by USAID, a contractor, the Enbassy, U
or even an NGO or | ocal professional association. Use these cerenonies
present certificates of achievenent, honor a “manager or trainee of the
year,” obtain press coverage of an event or highlight results ob-trained
fromtraining i nvestments over the |ast year

*Newsl etters and press rel eases can feature exanples of per-formance
i nprovenments resulting from application of KSA at the work pl ace.

*Speci al training sessions can provide | eadership, managenent or ot her
skills for trainees, their managers and col | eagues.

*Mentoring prograns can be established between alumi of U S. institutior
and newy selected candidates for long-term U S. training. These are an
especially effective way to prepare candi dates for |ong-term prograns whi
hel ping them establish relationships with individuals and institutions il
country that can extend through training to the post-training period.

Suppl ement al Fol | ow-on Support: Mxim zing Results

Suppl enental foll ow on support consists of investnents that do not direct
contribute to the transfer of skills in the workplace by USAID-funded
trainees and are therefore not |linked directly to the acconplishnment of ¢
internmedi ate result. Nonethel ess, supplenmental followon investnents cal
used to enhance the M ssion's capacity for strategic planning and help it
design, inplenment and nmonitor all of its devel opnment assistance. These

i nvestnments can be a wi se use of resources if the mssion or an SO team
wants to establish links to a wide range of organizations and i ndivi dua

In general, supplenentary followon prograns allow nmissions to increase t
i npact from past training investnents. Past investnents include U S. -bas
fell owship prograns as well as project-related U.S. and third country
training in sectors such as fam |y planning, basic education, HV
prevention, and applied agricultural research. They al so include training
in-country to develop the skills of entrepreneurs, primary school teachel
and health clinic personnel.

Trai nees Provide A Wndow On Devel opnent | ssues

USAI D/ Abust an has a long history of participant training. Through a targ¢
review of returnees, the Mssion identified 50 Abustanis, who U S. gradu:
prograns and are providing goods or services relevant to USAID s strateg)
As part of the process of developing its next Country Strategic Plan, the
M ssion decided to invite these 50 returnees to a participate in focus gt
di scussions. These trainees, who were able to participate in USAID s
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di scussions without translators, provided Mssion staff with an opportun
to exchange ideas about successes, opportunities and challenges in the ai
of health, education and natural resource nanagenent. In addition, the
focus group discussions also provided interesting debates about the grow
of denocratic institutions and the changi ng roles of wonen.

As a result of these discussions, USAID staff found that they 1) | earne«
nor e about the dynam cs and diversity of organizations operating in a gi\
sector and 2) identified many individuals that they would like to call ot
for advisory or technical services in the future.

By | ooking for creative and cost-effective ways to maxim ze the results «
prior training investnents, SO teans may find that they have a wealth of
contacts, resources, and skills at their fingertips. They also may find t
USAID s returned participants and forner trainees are nore than wlling t
partner with USAID in its devel opment efforts. This wealth of resources
been largely neglected by USAID, in part because expatriate staff with
technical or sectoral responsibilities are unaware of earlier training
efforts.

I nvol ving trainees in the activities of SO and RP teans

Look for ways to enlist USAID-trained specialists in the strategic planni
design and i npl enentati on of Results Packages. By using information
currently avail able on trai nee whereabouts or through a special search, t
M ssi on can:

ePrint an easy-to-consult |list of returned trai nees organi zed by
prof essional field, enployer, training subject and year to keep posted a
rem nder to contact these people for USAID or contractor activities

eInclude returnees in focus and di scussi on groups during mission strateg
pl anning wi th stakehol ders

*Organi ze fora and briefings by returnees in fields related to the M ssi¢
strategi c objectives

*Seek out returnees in partnering institutions, grantee institutions, ant
NGOs to include themin assessnment exercises, training needs assessnents,
and as resource persons

*Make a database on returnee and trainee qualifications available to
contractors and grantees who are | ooking for host country specialists ant
consul tants

*Visit with returned trainees when at partner institutions or in the fiel

Appl yi ng KSA beyond the workplace in support of m ssion or Agency
SCs
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US. Alumi Promote Civic Education

USAI D/ Tepal , in partner ship with the Tepal Mnistry of Secondary Educati
devel oped a programto increase student awareness of the constitution anc
principles of human rights. The U. S. contractor responsible for

i npl ementing this program attended several PTA neetings in the capital ci
He found that the parents npbst outspoken and interested in assisting wtl
t he program were graduates of U S. universities. He took advantage of tl
interest and contracted with five such parents to work with a curricul um
devel oper to design the secondary school programin civic education.

The education program now in its second year, is being used as a nodel |
progranms in neighboring countries.

Anot her way to leverage results frompast training is to increase the
nunber of organi zations and individuals that benefit fromnew y-applied I
or fromthe resulting performance changes. SO Teans can chal | enge and ast
participants and trainees to share their know edge and expertise beyond t
wor kpl ace. Consider calling on those who were trained five years ago to
coaching new trai nees or managers in target organizations. |If an SO teal
wants to be even nore proactive, it mght:

eldentify non-profit or comrunity organi zati ons where returnees hold
positions of |eadership and encourage themto apply for grants or other
funds or including them on advisory panels. O establish a grant prograi
hel p USAID-trained | eaders carry out activities to further the devel opm
obj ectives of the organi zations they are already coomitted to.

*Support alumi associations or returned participant groups that have
organi zati onal objectives congruent with Agency or m ssion SOCs. The M ssi
may want to encourage returned trainees to organize thenselves into

prof essi onal groups or alummi associations. Such associations can produc
results such as networking for professional devel opnent, sharing KSA wt
wi der audi ence, and putting skills to practice to effect changes outside
wor kpl ace. USAID has | earned that the inspiration and notivation for
devel opi ng these groups nust conme fromthe trainees, not fromUSAID or it
contractors.

Efficient and Cost-effective Followon: Getting it Done

Suppose that you have decided on the training activities required in a
Resul ts Package. You have determ ned that each training intervention she
be tailored to the needs of the target work unit and that each one will |
special requirenments for pre- and post-training conponents. How will you
the services you need to inplenment these foll ow on conponents?

In general, nmanaging followon is no different from arrangi ng technica
assi stance or purchasing training delivery services. The SORP team w | |
have to exam ne the contracting and grant nechani sns avail abl e. Because «
dwi ndling staff resources, the Mssion should limt its own invol venent
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the inplenentation of foll owon. Follow on programi ng can be best
acconpl i shed by those who are closest to the partner organization or thot
who have been intimately involved in the design and inplenmentation of the
pre-training and training conponents.

If you invest resources in essential followon support (to ensure the
transfer of training), each followon program and the training intervent
it is part of, will be judged by whether trainees actually applied KSA i1
t he workpl ace and contributed to organi zati onal performance change.
Contractors and grantees will therefore need to be made responsi bl e and
accountable for the results obtained fromfollow on.

In witing statements of work or grant agreements, SO teanms should incl uc
| anguage to ensure that all elenments of Best Practices and inplenmented.
Service providers should al ways describe the types of follow on programnm
they will organize and the ways they will work with partner organizati«
in the design and i nmplenentation of all conponents of a training program
They shoul d al so be asked |ink each followon activity with a specific
trai ning objective.

When consi dering suppl enmentary foll owon support, a purpose statenent she
be devel oped for each investnent so that SO Teans know the val ue added t«
pl anni ng and i npl ementing USAI D s devel opnent objectives.
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Subgui de 9: MONI TOR TRAI NI NG FOR RESULTS
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Monitor Training for Results is one in a series of practical subguides f«
followi ng the HRDA's Best Practices Guide. The objective of the series i:¢
support achi evenent of strategic objectives through results-oriented

trai ning. The ot her subgui des explore ways to plan and nanage training m
strategically. The focus of this subguide is nonitoring the results of
per f or mance- based trai ni ng.

Pl anni ng, managi ng, and nonitoring are—er should be—+rel ated processes. Y
shoul d use nonitoring information, for exanple, to inprove planning and
managenent . When you integrate the three processes, you increase the

l'i kel i hood of achieving results and contributing to USAID and the partner
organi zation's strategi c objectives.

Thi s subguide will not make you an expert at nonitoring. It will, howevel
make you aware of the basic issues in developing a plan for nonitoring tl
results of training. Each Strategic Objective or Results Package Team
(SORP Team) will need to incorporate its plan for nonitoring training
results into its overall performance nonitoring plan, which is mandated |
Agency policy. The subguide will provide you wth:

a sinple nodel for nmonitoring the results of training and
gui dance in applying the nodel.

In addition, the Annex, Devel oping a Performance Mnitoring Plan, outline
steps for devel oping a generic performance nonitoring plan which my proy
useful to your team Each SORP teamis required to include nonitoring

plans for all of the outputs, such as training, which are required to m
the overall performance changes required to reach internediate results al
strategi c objectives. Again, this may not nmake you an expert at devel op
a conpl ete performance nonitoring plan (PMP), but it will prepare you to
participate on a design teamor contract for the services of a team The
annex highlights the main steps that you or your contractor should take i
devel oping a PMP that is responsive to the information needs of its cliel

Monitor Training for Results

The HRDA Project’s Best Practices Series brings good news about nonitorit
the results of training: it can and should be a sinple, transparent, and
af fordabl e process. If you have al ways thought of nonitoring as a burden:
task involving statistics and conpl ex nethodol ogi es, you will appreciate
approach offered in this subguide. The approach is the result of extensi\
research into eval uati on net hodol ogi es used by USAI D and nodel s whi ch hay
proved successful in leading U S. corporations. Core personnel of the HR
Project have tested a nethodology in the field and found it productive of
useabl e i nformati on, adaptable, and easily understood by persons with no
speci al i zed background in research nmethods. In this subgui de we di scuss
monitoring the results, or the effects, of training. There are good reas«
to nonitor the objectives and planning of training, as well as the
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managenment and | ogi stics of training progranms, but these are not our
concerns in the present discussion. W are tracking inpact, what happens
after training has begun.

The Four -1 evel Mbdel

The basis of our approach is widely known in the training field as the
Kirkpatrick nodel, after its author. It proposes that the effects of
training can be evaluated at four, and only four, |evels. This neans that
deal with only four basic questions, and they

lead us to information about the value of training to its intended
beneficiaries. The questions are:

1. Satisfaction: Were trainees satisfied with the quality of their
training?
2. Lear ni ng: Did trainees learn, or acquire, the know edge, ski

or attitudes the training was intended to convey?

3. Application: If they learned, did the trainees apply to their jo
or at their work place, their new know edge, skills
or attitudes?

4. Organi zational If KSA were applied, did that make a neasurabl e
difference to the

Per f or mance performance of the organization concerned?

In adapting the original nodel to the practice of training in devel opnent
assi stance, we have altered sone of the term nol ogy but not the concepts.

The graphi ¢ bel ow depicts the four-level nodel as adapted to our purposes

organlzational
Satlztaction Lpplication performancs ]

1

Training Frovider Trainee Joh Organizatien

Let’s |l ook at what each | evel neans for nonitoring.
Level 1: Satisfaction

By satisfaction we nean the trainee’ s reaction to his or her instruction.
Just as we ask our children what they think of their classroons, teacher:
and materials in a new school, so we should ask trai nees questions that
allow us to assess the overall |earning environnent established by the
training provider. W do not sinply want to know, “Were you satisfied?” )
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want to know the trainee’'s estimation of the professionalismof the
trainers, the quality of materials used, the pace of instruction, and so
forth. Monitoring at |level 1 neans assessing the quality of the | earning
envi ronmnent .

Level 2: Learning

The function of training is the transfer of |earning. Trainees can acquil
new know edge, skills, and attitudes (KSA). We nonitor |earning, or the
acquisition of KSA, to ensure that the training is working as an
instructional medium We can nmonitor learning with witten tests, througl
denmonstration of skills, through oral presentations, and possibly other
means. Good trainers continually nonitor |earning during the course of
training. What is not |earned cannot be applied, so it is inmportant that
know if the | earning has occurred. Mnitoring | earning can give valuable
i nformati on about the trainers, the presentation nethods, and about

i ndi vi dual trainees.

Level 3: Application

If the function of training is to transfer KSA, the purpose of training
to change behavior. All training ainms at changing actual or potential
behavior. In strategic, or results-oriented training, changi ng behavi or
usual Iy neans performing a job better or differently. If an operating un
funds managenent training for personnel froma partner institution, it
expects the trainees to apply their acquired skills on the job. It is the
application of new skills that leads in the direction of results. Wen a
person has denonstrated | earning through training but has failed to nmake
that learning translate into a work-place reality, the purpose of strate(
training is cut off before it can take root. Monitoring the application
| earning provides information about trainees and their organizations.

Level 4: Organizational performance

USAI D normal |y seeks to achieve results through the performance of | ocal
institutions. Results franmeworks identify-sonetinmes inplicitly—performne
gaps in these organi zations Various devel opnent interventions such as
training, technical assistance, and conmmodity procurenent are nmeant to ¢
or dimnish the gaps. Wen training alone has led to inprovenents in job
outputs that in turn cause gains in organizational perfornmance, we can
reasonably attribute the performance gains to training. Wen other

i nterventions have al so been applied, we can say that training contribut¢
to organi zati onal performance inprovenent. Monitoring organizationa
performance reveal s i nformati on about organizations’ structures and about
the feasibility of devel opnent partnership with them

The Increasing Value of Training

These are the four |levels: satisfaction with the training, |earning of tl
i ntended KSA, application of KSA to a task, and neasurable results on
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organi zati onal performance. Represented graphically, as on the preceding
page, these levels form a val ue-added conti nuum At each |evel the val ue
training increases. Let’s take a very sinple exanple to follow the
four-|evel nodel.

A smal | busi ness owner depends greatly on his admnistrative assistant. |
has purchased a conputer and printer and arranged for her to be trained i
wor d- processing. He would like to see her use the conputer to reduce her
current typing tinme by 2 hours each day. Wth the extra tinme avail able,
could help himmake sales calls to custoners.

Consi dering the expense of the training to the owner—enpl oyee down-tine «
well as direct cost, he should nonitor the activity closely. He should ¢
moni tor at each of the four levels. Fortunately, the owner is clear about
what he wants fromthe training and already has established baselines.

Level 1: Satisfaction

During the five-day training course, the owner calls his adm nistrative
assi stant each day to see if the course is equal to their expectations. |
she satisfied with the instructor? Is she able to follow the | essons? Ar¢
the | essons appropriate? Is she able to practice or is it just instructic¢
The owner knows instinctively that |earning occurs best in the right

envi ronment .

Level 2: Learning

The owner also told the training school that he wanted to know what his
enpl oyee had | earned by the end of the training. The school’s representat
showed himthe curriculumfor the course and expl ai ned that each student
given a practical test at the end of the five days. Wen the course was
over, the enpl oyee showed her boss the results of her test and said she \
ready to put her skills to work.

Level 3: Application

During the first days after her return to the job, the owner nonitored tl
assistant’s progress. He quickly saw that she applied her skills and that
she was able to conplete her normal work load in much less tine.

Level 4: Organizational performance

Because the owner knew fromthe begi nni ng what he wanted fromthe trainit
he was able to judge its value to his business after only two nonths. Wi
the time saved by using word-processing on a conmputer instead of a
typewiter, the assistant began meking sales calls. She had a sales
retention rate of twenty percent, and this success resulted in an increas
of eight percent in gross revenues for the firm The training contributec
directly to neasurabl e organi zati onal results. A Level Four success!
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Appl yi ng The Mbdel

The four-|evel nodel can be equally well applied to far nore conpl ex
training activities than that in the precedi ng exanple. You can apply it
in-country training dispensed to farmers in order to raise crop producti
in a certain region; you can apply it to training for electoral assistant
in diverse cities who facilitate the transition to a denocratic governmnel
Just renenber to ask questions relevant to each level. Wre the farners
satisfied with their trainers? What did they | earn? Were they able to apj
t hat know edge once back in the field? If so, did their new ways of work
rai se productivity?

Way not just nonitor results at Level 4?

At the end of the day, what you want to acconplish is inpact on the
performance of organi zations critical to achievenment of strategic
objectives. In fact, if you could be sure of getting that inpact, you col

di spense with nmonitoring at |ower levels. But you will never enjoy such
certainty. By allowing you to deal effectively with uncertainty, nonitori
will be of great value to you. First, when problens arise, nonitoring w|l

allow you to detect themat an early state, when they can be corrected at
little cost. Let’s say, for exanple, that in nmonitoring Level 1 you disc«
early on during a ten-week training that satisfaction is unusually low °
may be able to take sonme corrective action with your training provider t«
i nprove the environment for learning. O, let’s say that after a successi
training in financial analysis, you find through Level 3 nonitoring that
trainees are failing to apply their skills on the job. If you want

organi zati onal performnce change, you know that you will have to take
corrective action; fortunately, you are in good tine to do so.

Simlarly, in those cases where you do not achi eve organi zational result:
you can show where training has had residual value and perhaps take
advant age of that value. For exanple, in a sinple instance in which
accountants were trained for a public enterprise that was subsequently
liquidated, if you have nmonitored at all levels you will know that you h:
a body of trained people who had denonstrated successful application of
their skills on-the-job. Good devel opment practice would suggest tracking
this group of persons and using their skills in another area or instituti

Who is going to do all the work of nonitoring?

There is no question that doing some nonitoring neans nmore work than doit
none. In this regard, however, you have little or no choice. Mnitoring i
requi rement under re engineering guidelines, it is integral to strategic
training, it is a prerequisite to reporting on results. The way to nake ¢
that nmonitoring is conducted w thout adding intolerable burdens to full-t



HRDA Best Practices Guide 85
m ssion staff is (I) to keep it sinple and (ii) to source out the work.

The easiest way to make the nonitoring of training results sinple is to j
training clearly. If you have cl ear objectives for organizational and jol
performance and for your KSA, you have already established the essenti al

basel i ne data. For exanple, your internediate result says that the M ni st
of Labor will publish enploynent information on a nonthly basis. You kno\
that certain personnel must performdifferently on their jobs (analysis,

publication, etc.), and you or your contractor have determ ned the skill:
that need to be acquired to performthat work. Those are all baselines. |
for nonitoring, you follow the four-level nodel: (1) were the trainees fi
the Mnistry of Labor satisfied with their training; (ii) did they acquil
the KSA that the training was designed to transfer; (iii) upon return to
Mnistry, did they apply to their work what they had | earned; and (iv) di
this application result in the organi zati onal performance changes desir et
i.e., publication of the materials on a regular schedul e?

The four-level nodel opens the door to sinplicity of concept. Still, som
needs to gather the essential data. In many instances, the essential dat:
requi res no sophisticated research, no statistical analysis, no extensi v¢
surveys. \Who shoul d gather and report on the data for each |evel ?

For level 1, satisfaction, the training provider or a third party shoul «
adm ni ster question naires to trainees. The questionnaires can be creat e
t he provider for USAID approval, or by a contractor who supervises the
training provider. If the questionnaire is an approved instrunment and is
adm ni stered fairly—a thout the influence or interference of the parties
bei ng judged—the operating unit will receive reliable responses. If ther¢
an internedi ate contractor, that entity can be given the responsibility t
desi gn the questionnaire, analyze the responses, and provide a report to
USAI D.

For level 2, learning, the procedure can be sinmlar. You can require yout
contractor to ensure that the training provider evaluate the |earning of
trainees at determ ned points during the training. USAI D should receive :
evaluation materials with a synthesis of the informtion.

At level 3, application of |learning, the training provider no | onger asslt
responsibility. In this case a contractor, grantee, or the beneficiary
organi zati on or other partner can conduct a sanple nonitoring. Such
responsibilities need to appear in training agreenents devel oped during t
pl anni ng stage, or in contracts with firns or partners who inplenent the
training. In sonme cases, such as our exanple froma Mnistry of Labor,
unconpl i cat ed observati on should furnish all the information required.

Level 4, organizational performance, can be nonitored in the sane fashi ol
| evel 3. Contractors responsible for the results package, or the partner
institution itself, can conduct the data gathering. The generic question
performance analysis is, Wat is the organi zation doing now that it did 1
do before? For the exanmple fromthe Mnistry of Labor, one would confirm
whet her or not the MOL was publishing enploynent data in a format and on
schedul e acceptable to the SO teanf
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How can | make sure that contractors and grantees nonitor correctly”

The short answer is that you require it of themup-front. You make
monitoring a part of the performance criteria in their contracts.

The | onger answer is that you must plan for this activity, you nust
under st and the basic concepts, and you nust begin when witing scopes of
work for PIOs. How you wite these scopes of work depends entirely on the
nature of the activity to be contracted. If, for exanple, you are
contracting only with a training provider, you could ask that respondent:
descri be how they will nonitor and report on trainee satisfaction and

| earning. (We advi se agai nst asking training providers to nonitor the
results of training beyond level 2.) If you are contracting for broad
services in training nmanagenent —design, delivery, foll owup— you nmay a¢
in your scope of work that respondents describe how they will nonitor at
each of the four levels. You can state that you want offerors to denonsti
know edge of Best Practices, especially in regard to nonitoring the resu
of training.

Once you have issued a conpetitive bid requiring denmonstration of
famliarity with the four-1level nodel of Best Practices, the contract wt
the wi nni ng bidder should require inplenentation of the nonitoring and
reporting system The operating unit responsible for the activity would |
free of all day-to-day work in nonitoring.

How can one judge the quality of bidders’ proposals?

If you have told bidders clearly what you want themto nonitor, conpetiti
responses should be equally clear. Beware of systens that confuse nonitol
results with nonitoring whole progranms. Then, if you adhere to the
four-level nodel for nonitoring results, |look to see that responses show
under st andi ng of each level, along the Iines we suggest bel ow

Level 1. Instruments to gauge satisfaction can be applied, with [ittle «
no change, to a variety of training prograns. Trainees can answer questi
on a nuneric scale indicating degree of satisfaction with line itens.
Questions may inquire about degree of satisfaction wth

the know edge and under standing of the trainer(s)
t he professional behavior of trainers

the quality of presentation materials

the pace of instruction

the rel evance of the training to one’s needs

the ability to practice the skills taught
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t he physical environnment
freedom from unnecessary di stracti ons.

Level 2. One cannot prepare a broadly applicable instrunent to neasure

| earning, since the content of training progranms will vary w dely. One c:
however, supply an exanple of the kind or kinds of test that woul d be us¢
in different circunstances. One can suggest witten nultiple choice test:
for some kinds of instruction, physical denmponstration for others. The tes
shoul d be appropriate to the KSA being transferred. One would test |earn
in training on public speaking by having trainees give a presentation rat
than with a witten test.

Level 3. It is not possible to set a general standard for nonitoring
application of learning to the work place. But a respondent to a request
proposal should be able to say who will assess application under differel

circunstances. In sonme cases it mght be the contractor, an independent

| ocal consultant, or managers within the firmwhere enpl oyees are receivi
training. The enphasis should be on reliability of data and sinplicity ol
coll ection. Never use an el aborate survey where sinple observation wil
suffice.

Level 4. Renmenber that USAID operating units normally fund training to
change or inprove the performance of organi zations. Sonetines these
organi zations will be entire institutions, sonetimes they will conprise
di visions, or departments within larger institutions. In other cases, su¢
as farners in a geographic or political region, they may conprise groups
people perform ng simlar functions whose collective output can be neasul
Your scope of work will specify the organization concerned by the trainit
and your bidders should be able to say how they will trace the effects ol
the proposed training at the |l evel of those organizations.

Tabl e 1: The Four-Level Mdel for Mnitoring Training Results

Level s What to neasure Who shoul d noni tor Hov
Satisfaction Are trainees satisfied wth Training provider, Sin
the quality of training? contractor or a third for

party contracted
specifically for this

pur pose
Lear ni ng Did trainees |learn or acquire Training provider, Tes
KSA required to bridge contractor, or a third KS#¢
per f ormance gaps? party tra
of
tes
Application D d trainees apply new Contractor, grantee, W |

KSA to their jobs or at their beneficiary (partner) on
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What do | do next?

Re-read this sub-guide. Play with the 4-level nonitoring nodel in your he
trying it out in as many realistic situations as you can think of. Try it
with different kinds of training you have seen in the Mssion: short and
long-term in-country, study tours, internships, and so forth. The node
applicable to nearly any training you can think of. Master the concept. |
doi ng so, you may di scover that you have new perspectives on on-dgoing
prograns.

Desi gn, on paper, as quickly as you can nonitoring nodels for severa
training activities. Just put down the basics. You should be able to put
toget her the essential elenents for each level in just a few m nutes.

Every tinme you discuss a training or technical assistance activity, thinl
t hrough how you would nmonitor it at the four levels. You will find that
where you cannot answer for any given level, there is likely to be a gap
the conception of the activity.

Ensure that nonitoring the results of training is discussed during the

pl anning of an activity. In strategic training, or training-for-results,
monitoring is the reverse of planning. W plan down fromthe organi zati ol
the training itself, we nonitor back up fromthe training through the
organi zational results.
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Assume responsibility for the inclusion of nmonitoring in scopes of work :
solicitations for competitive bids. Help wite the scopes, incorporating
requi rement that bidders denpnstrate famliarity with an effective

nmoni tori ng nodel. Make nonitoring a performance criterion in contracts.

Al ways push the responsibility for data collection and anal ysis as cl ose
the inpl enentors and beneficiaries as possible: your training providers,
contractors and partners, custonmer organi zations.

Al l ow data collection and statistical analysis to grow in scope and
conpl exity according to real need, not sonme pre-determ ned | evel of effol

ANNEX: DEVELOPI NG A PERFORMANCE MONI TORI NG PLAN

VWhat is a performance nonitoring plan?

A performance nonitoring plan (PMP) is a planning and managi ng tool for
coll ecting performance data. USAID reengi neering gui dance requires that
operating units prepare PMPs once their strategic plans are approved (se¢
Preparing a Performance Mnitoring Plan, 1996).

In the early planning stages, a PMP shoul d i ncl ude:

- results statements that are clear, accurate, and mutually agreeable to
st akehol ders

- performance indicators for each result statenent
- a detailed definition, or neasurenent, for each performance indicator
- the sources, nmethods, frequency and schedule for data collection

- the office, team or individual responsible for ensuring that data are
col |l ect ed

- definition of key PMP clients

As pl anning progresses, the follow ng i ssues should be addressed in
t he PMP:

- what nonitoring services will be provided

- how the nmonitoring data will be managed and anal yzed

- how the data will reported, reviewed, and used to inform decisions

- which individuals or teans will be responsible for collecting, mnaging

and reporting data



HRDA Best Practices Guide 90

- what resources are required to inplenment the PMP

Steps in Devel oping a PMP

- Assenbl e planni ng team

- Carify informati on needs

- Establish results, indicators, neasures

- Define range of services to be provided

- Devel op plans for data collection, storage, retrieval, analysis, reporting

- Qutline roles, responsibilities, budget, and contracting plan for managi ng
t he PWP

There are no blueprints that can be used for nonitoring all activities.
steps outlined in this section are general, and thus applicable to the fi
range of circunstances, including nmonitoring results at the level of
activities (sonme of which may be or include training activities), of resi
packages, or of strategic objectives. In addition to the reconmended st ej
for developing a PMP, we offer a few guiding principles that you can appl
to devel oping and i nplenmenting the plan. The plan should be:

Rel evant - track indicators of results-oriented processes and outcones

Useful - provide tinmely information that can be applied toward inproved
pl anni ng and nmanagemnent

Feasi ble - not require nore human or financial resources than you have
access to

Simple - not have overly sophisticated data collection, storage, or anal)
require nents

Fl exi bl e - capabl e of responding to changi ng needs for information

Integrated - fully coordinated with training managenent, reporting and
pl anni ng, and conpl ements nonitoring plans for related SO RPs

VWhi |l e “devel oping a PMP" may seem overwhel m ng, you should know that no «
i n USAI D—er any other organizati on-has yet designed a perfect nonitoring

pl an. Fol |l owi ng the recommended steps will allow you to draft a prelim n:
PMP design that can be further devel oped by a contractor. At a mni nmum
under st andi ng the procedures for PMP design will allow you to nore

effectively contract out the plan.

Assenbl ing a Pl anning Team
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In sone cases an individual will be given primary responsibility for
devel oping a PMP or contracting for the plan design; in other cases it w
be a team Whichever is the case in your mssion, the USAID core val ues «
t eamnor k, enpower ment, custoner focus, and results orientation should be
central to devel opi ng a PWP.

I nclude training stakeholders in PVMP design. At a mninmm stakehol ders
shoul d include SO RP teans, the training activity manager, relevant
contractors, key partner institutions, and representative custoners. The)
may be full or part-tinme nenbers of the team Whatever their status, cons
with themas you initiate your planning and again several tinmes throughot
t he design process. Stakehol der coll aboration increases the rel evancy anc
useful ness of the PMP, and ensures that it is integrated with managenent
pl anning activities, as well as with nonitoring plans for related SO RPs.

Access the services of nmonitoring experts, if they are available to you.
They will offer val uable experience in such areas as planning data

collection and plan managenent. This will increase the efficiency of the
desi gn process and ensure that the plan is feasible, sinple, and flexibl:¢

Clarifying Informati on Needs

An inportant early step in developing a PMP is to clarify who the client:
the nonitoring plan are. Cients are people who can demand nonitoring
services. Once you know who will use information fromthe nonitoring plai
you must understand why they need the information. This step is critica
devel oping a PMP that is demand-driven and that does not waste resources

collecting data that will not be used. Renenber, the purpose of nonitorit
is to produce information that will inprove managenent, planning, and
reporting. To fulfill this purpose, you nust understand who will use the
i nformati on and how they will use it.

You can di scover who the PWMP clients are by talking to the stakehol ders «
the activity. Because you cannot assume that all stakehol ders want

i nformati on about all of the activity's stages and results, you nust tall
them—individually or as a group—about their specific information needs.
is extrenely useful to hold a joint neeting with stakehol ders from USAI D
the partner institution to reach consensus about key issues. Below are
several initial questions you can pose and the kinds of responses you m ¢
get .

Who needs the information? SO RP team activity manager,
partners and internediary
institutions, trai nees, custoners,
G HCD, CDIE, contractors,training
provi ders
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Why do they need the information? |[Strategic planning, inproving
What would they do with the activity design, nmeking funding
information if they had it? deci sions, inproving nanagement
and delivery of the activity,

i nproving results, understanding
barriers to progress, tracking

i ndi cators, docunenting results,
sharing | essons | earned

This is an inportant initial step in developing a PMP, but it is not easy.

Most clients will have strong ideas about what they need from nonitoring.
However, these ideas are often based on intuition and are difficult to
articulate. They will know the ideal PWMP when they see it, but they cannot

tell you nuch about it until they see it. Seek additional assistance if you
find this to be the case. (See CGuidelines for Data Col |l ection, Mnitoring,
and Eval uation Pl ans, 1987.)

No plan can satisfy the needs of all its clients, so you should identify who
the priority clients are. In npst cases, the priority clients will be the
SO RP teans and the partner organization. They are responsible for

al l ocating resources and are accountable for achieving results from USAI D
resources.

Your PMP shoul d specify the names of individual clients, their title and
organi zational affiliation, and why they need information. (See Attachnent
A.) This will lead you to the next step of deciding what information the
pl an shoul d provide.

Clarifying Result Statenents and Establishing Indicators and Measures

Once you understand who the nonitoring clients are and why they want

i nformati on, you can determ ne what information is inportant to them At a
m ni rum they need to know about progress toward results at the various
stages of the acceptive. Sone clients will have additional nonitoring
guestions. For exanple, they m ght want to know about the significance of

t he changes, the degree of attribution (how nuch of the change can be
credited to the activity), or the level of criticality (how inportant the
activity was to the change).

During the planni ng phase, stakehol ders should have agreed on what results
they expect fromthe activity. In devel oping the PMP, you nust confirm or
clarify the result statenments. Only after this is done will you be able to
establish indicators and neasures for each result. You begin this process by
aski ng questions such as:
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What changes need to happen--at
each stage of the activity--to
achi eve the key results?

Their descriptions formthe basis
of results statenents, which are
the i ntended measurabl e changes.

Exanpl e: The st akehol ders for
private sector devel opnent expect
the follow ng change at the
organi zational |evel: increased

| oans from Central Bank to snal
and m cro-entrepreneurs.

What should we look at to see if
t hat change has happened?

As st akehol ders defi ne success,
you establish performance

i ndi cators that will help you know
when the change has occurred.

I ndi cators define how to neasure
results along a scale or

di mensi on.

Exanpl e: Loan rate for SMEs.

How wi | | we neasure those
i ndi cators?

In nost cases you will need to
determ ne neasures for each

i ndi cator, which may include nore
specific definitions of the

i ndicators and the unit of

nmeasur e.
Exanpl e: Conpare the nunber of
successful SME | oan applications

to the total nunmber of SME | oan

applications.

How much of a change do you expect
and when do you expect it?

Next you set the performance
targets, which help you further
defi ne success. You should specify

quantity targets, quality, and
tinmeliness targets for each
measure. I n nost cases, you will
need to collect baseline data
before you can set realistic
targets.

Exanpl e: The target may be: 20% by

year 2, 30% by year 3, 50 percent
by year 4, and 75 percent by year
5.

At a minimum nonitoring clients should have the opportunity to confirmthe
and propose indicators and nmeasures.

result statenents,

Conducting a focus
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group with key clients nay be the nost efficient way to conplete this st¢

Attachment B provides a worksheet for recording results statenents,
i ndi cators, and neasures for each stage of the activity.

Once you have collected this information, you should work with a nonitori
expert to ensure that the result statenents, indicators, and measures mnme¢
USAI D st andar ds.

As the activity progresses and nonitoring clients change, sone result
statenents, indicators, and neasures may vary. However, to conduct
meani ngf ul | ongi tudi nal analysis, you nust maintain a consistent set of
i ndi cators throughout the life of the activity.

Characteristics of Indicators and Measures
Direct: neasure the result it is intended to neasure
hj ective: no anbiguity about what is being neasured

Adequate: as a group, all indicators/neasures should nmeasure the result
sufficiently

Quantitative (where possible): use nuneric val ues, percentages, scores,
i ndi ces

Di saggregated (where appropriate): separate data by gender, age, |ocation,
etc.

Practical: feasible, affordable, tinely
Rel i abl e: allow for confidence in decision maki ng

Source: Selecting Performance Indicators, 1996

You shoul d stay focused on neasuring progress toward the intended result:
However, you should al so be open to unexpected findings, as these may re\
i nportant information about inplenentation processes and results. For

exanpl e, you may nonitor whether training is having an effect on the [ oal
rate to SMEs. In talking to supervisors of trainees, you may also find tl
the training is increasing norale and | owering the turn-over rate of | oal
of ficers, thus reducing the operating costs of the bank. This is not the
change that was intended, but it is an inportant “unexpected finding.”

You should also plan to nonitor critical assunptions, or those factors tl
are beyond the control of the devel opnent activity. Understanding and
tracking a critical assunption, such as “continued support for SME | oans
anong Central Bank officers” will help you understand, for exanple, why
trai nees are abl e—er unable—to introduce new SME | oan procedures and
practi ces.
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Defining the Range of Services

Once you understand what information should be collected, you can determ
what shoul d be done with the information. This will allow you, and the
moni toring contractor, to nore accurately estimate the |l evel of effort
required to i nplement the PMP. You can assess demand by asking the client

What do you want done with the Data coll ected, stored, retrieved,

i nformati on on a regul ar basis? anal yzed, reported

Are there any other services you Consul ted on PMP desi gn,

may want the PMP to provide i nstrunments desi gned, special

occasi onal I y? reports generated

Services that are requested by several clients on a regular basis will form
the standardi zed services of the PMP. The plan will provide these

continuously throughout the activity. You may also wish to office custom zed
services, which are those that are requested occasionally for a client’s

uni que needs. These m ght include hel ping an SO RP team devel op a data
collection plan and instrunents for another contractor to admnister. It may
al so include special reports for client-specific use. Attachnent D presents
a matrix for organi zing your demand assessnent.

Pl anni ng Data Col | ection

Once you know what information and services the clients want, you need to
find out about any preferences they m ght have for data collection. Ask the
clients:

How good nust the data be? This hel ps you set data quality
standards for the PMP.

When and how often will you need The schedule will be determ ned by

it? t he dates and frequency of when

clients need i nformati on.

Hoe should it be coll ected? The PMP shoul d give at |east a
general idea of the data
col l ection sources and nethods to
be used for collecting data.

Clients’ responses to these questions will help you help develop a
cost-efficient data collection plan and wite a scope of work for a

nmoni tori ng contractor, including performance standards for nanagenent of the
PMP.
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Data quality standards shoul d be high enough to provide the clients with
accurate understandi ng of progress toward results. The PMP need not exces¢
t hese standards because you nust pay for each increnment of quality and

accuracy, i.e., the greater the detail and degree of precision, the nore
moni toring systemw ||l cost. The standards shoul d be manageabl e and wit hi
t he budget.

To specify the quality of data collected through your nonitoring system
shoul d consider such factors as data validity, reliability, precision, bi
and representativeness. These issues should be discussed with priority
clients when devel oping the PMP and used | ater as standards agai nst whicl
the nonitoring plan will be assessed.

Data Quality |ssues

VWhat degree of validity is needed? WIIl the PMP nmeasure what you need it to
measure? WIl it produce information that alerts you to potential problens,
and that hel ps USAI D manage and plan nore effectively?

VWhat |evel of reliability should you seek? If the neasurenent is repeated with
the sane or similar population, will the measurenent results vary? Do you need
a great deal of confidence in this?

Is precision an issue for the clients? How detail ed and accurate nust the
i nformation be?

I s anyone concerned about bias? To what extent should you control for human
factors that may influence data collection?

To what degree should it be representative of all the trainees and partner
institutions? Should you use a micro-study (i.e., case study) or a survey?
Shoul d you survey a purposive sanple or a stratified, random sanpl e?

Source: Manager’s @uide to Data Coll ection

Knowi ng how PMP clients feel about these issues will influence decisions
about the schedul e, nethods, and data sources for data coll ection.

The schedule for collecting data will be determ ned by (1) which activit)
stage you are nonitoring, (2) when you expect the indicators at that sta
to be nmeasurable, and (3) the preferences of the PWP clients. For exanpl ¢
you can begin nonitoring the planning and i npl enentati on stages when t hot
processes begin, and you can nonitor the processes continuously. In the ¢
of training activities, you can nmonitor the “acquisition stage” i mredi at ¢
after each training programis conpleted. However, you may need to wait

several nmonths after conpletion of training to nmonitor the “application

stage” to allowtime for trainees to use their training on the job. For ¢

subsequent stage, the tine it takes to realize results will increase.
However, because strategic objectives are expected to be achieved within
ei ght years, all intermediate results—ncluding training results—ust be

achieved in less than ei ght years.
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The time frame for results will be specified in the Results Framework, ai
dependi ng on the level of detail of the RF, tinme franes for sone |evels ¢
internmediate results will be specified, also. The nonitoring schedul e fol

each activity should be consistent with the RF, adding detail where need¢

You shoul d begin collecting data in the planning phase. If this is not
practical or cost-effective, you may wait until a nonitoring contractor
in place. However, data must be collected before any activity is initiate¢
to allow for a perfornmance baseline. Baseline data will allow you to trac
performance nore effectively over time and to assess the degree to which
can attribute changes to the activity. If data for any indicators are not
avail able or are too costly to collect, you should consider changing the
i ndi cator. (See ADS E203.5.5.)

Dependi ng on the indicator and the data collection nethod, you can coll e«
data continually or occasionally. For exanple when nonitoring a training
activity, you may track an indicator such as “inproved nmanagenent skills’
continually once the first training programis conpleted, using an

end-of -trai ning questionnaire and review ng training provider course
reports. However, it mght be nore practical to collect data on an indic:
such as “increased profit margin” only once a year. You should collect d:
on every indicator at |east annually. The nost effective PMPs include
on-goi ng data col |l ecti on, which reduces the need for evaluations. If an
evaluation is required, a PMP will provide critical data.

Data Col l ection Methods are tied closely to the schedule, as well as to
foll owi ng factors:

I nformati on needs - who wants the information and why they need
Results and indicators - what is being nonitored

Data quality - what |evel of confidence clients need

Resources - how much nmoney and expertise are avail able

Sel ect a nethod, or combination of nethods, that will help you neet the
obj ective of nonitoring —nproved managenent, planning, reporting—and th:
meets the specific needs of the clients. The nethods shoul d be affordabl ¢
and manageabl e.

Al t hough you may wi sh to | eave specific decisions about nethods to expert
who wi Il hel p design and i npl enent the PMP, you should be famliar with t
general types of nmethods. There are many data coll ection nethods to choos
from which can be categorized in various ways. USAID typically uses the
followi ng types of methods (see Selecting Data Col |l ecti on Methods and
Preparing Contractor Scopes of Wrk, 1985):

Representative - Representative nethods, such as census and sanpl e surve)
provi de accurate estimates of the study group. Censuses collect data froi
all nmenbers of the group, and sample surveys collect data fromstatistic:
representative cases sel ected through random sanpling techni ques. Data
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coll ection procedures are systematic and the neasures are precise, thus
maxi m zi ng conparability and m nim zing bias.

Internediate - Internedi ate met hods provide data that are not statistica
representa tive, but still provide useful indications of the study group.
The study sanples are often purposively selected to nmeet specific criteri
Conpared to representative methods, the neasures are | ess precise and the
procedures are | ess systematic, thus they are quicker and cheaper to use.
(For this reason they are also know as “rapid apprai sal nmethods.”) The m
comon internmedi ate nmethods are key informant interviews, focus groups,
di rect observation, and mni-surveys. (See Rapid, Low Cost Data Coll ecti
Met hods, 1996.)

M cro-Study - The mcro-study, or the “case study,” uses many approaches
(interviews, witten questionnaires, on-site observation, docunment revie\
to collect detailed, descriptive data froma limted nunber of purposivel
sel ected sources. This nethod is not intended to collect data that are

statistically representative, but rather to gain in-depth understanding ¢
the study group. A case may provide a |ongitudinal analysis, or if sever:
cases are studied sinultaneously, cases can be conpared and contrast ed.

Secondary - Secondary nethods conpile and anal yze existing data that wer¢
coll ected for other purposes. Secondary data can cone from such sources :
routine records and reports of USAID, the partner institution,

i npl ementati on contractors, and training providers. Secondary data are
useful whether they were collected using representative, internediate, ol
cases study approaches.

The table below |ists some of the nore typical nmethods used for nonitorit
USAI D activities and the advantages and di sadvant ages of each nethod. The¢
table is intended only as an overview to hel p you deci de whi ch nethods y«
m ght propose for the PMP. You will want input on this issue fromthe te:
that inplenments the PWP.

Data Col |l ecti on Met hods

Met hods Advant ages D sadvant ages
Sur vey gquantitative data on specific questions;sonetinmes slow c
guestionnaire replicable coll ect and analy

gqualitative data

Key i nf or mant rapid; low cost; in-depth, inside data;little quantitati

i ntervi ews open to unexpected findings whi ch to draw
general i zati ons;
bi ases of intervi
noder at or or
observer;
susceptible to sa
difficult to repl
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Focus group rapid; | ow cost; open to unexpected
i ntervi ews findi ngs; group dynam cs benefits
bservati on rapid; |l ow cost; collected in natural

setting; gain perspective that informants
may not report

| nf or mal rapid; | ow cost; can generate quantitative

surveys dat a

Case study detail ed, in-depth data; open to no quantitative d
unexpect ed fi ndi ngs bi ases; difficult toreplic

Docunent qui ckest and | owest cost validity, accurac

revi ew vary w th purpose

original data col

A PVWP will probably conbine sone, if not all, of these methods. Conbi ni ng
qualitative and quantitative nmethods, using a variety of sources, and m:
techniques will allow you to cross-check data, thus increasing the client
confidence in the analysis. For exanple, you m ght choose to neasure

trai nees’ performance using a survey questionnaire in which trainees asst
their own performance. Client’s confidence in your analysis will increas¢
you al so use key informant interviews to | earn what supervisors think ab
the trainees’ performance.

Attachment B provides a worksheet for recording the data collection nethe
to be used for each indicator. Attachnent Cis a conpleted worksheet bas
on a hypothetical situation.

There are also a variety of sources you can use to collect data. The npst
common source is people, including trainees, their supervisors, partner :
cust omer representatives. You nay al so use docunents, such as contractor
trai ning provider reports.

The teamresponsible for inplementing the PVMP should be required to desi¢
data collection instruments for each nethod they enploy, i.e., witten
guestionnaires, interview guides.

Managi ng t he Data

As you plan how you will collect data, you should al so determ ne how you
wi Il manage the data. PMPs will specify how data will be input, stored,
retrieved, analyzed, and reported.

You will nost |ikely use USAID s Participant Traini ng Management System
(PTMS) to manage sone of the training-related data. In addition to managi
basi ¢ bi ographi cal information on trainees, PTMS is capabl e of managi ng
for result indicators. PTMS al so has the capacity to manage generic
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(m ssion-wide) or SO specific indicators. It can manage results data for
i ndi vi dual trainees or groups of trainees.

You should not plan to manage all data electronically. It is nore
cost-efficient to nanage responses to open-ended questi ons and observati ¢
data, for exanmple, with Iess formal neans. Sinply keeping notes in notebs
or file folders is sufficient for nost qualitative data.

Key Anal ysis Questions

VWhat is happening at each stage of the activity?

VWhat has changed? What is the nature or extent of the change?
How cl ose are we to reaching the targets?

How shoul d the progress, or lack of it, effect our planning and managenent
deci sions and actions?

Whet her you manage data electronically or not, you should require that tt
moni toring contractor turn over all data bases upon conpletion of their
contract. This is a critical deliverable because the activity is likely t
end before all results have been achieved.

I n devel oping a PMP, you should al so specify how you plan to anal yze and
report data. Data analysis and reporting should respond to clients’
i nformati on needs, focusing on training results.

The data tabulations and interpretations will then be docunented in a
variety of reports, depending on the requirenents in the nmonitoring cliet
Anal ysis and reporting should be done with the intent of inproving
managenment and pl anni ng, by providing focused informati on on activities
results. The frequency, content, format, and distribution should reflect
this intent and should be specified in the PM.

If you choose to minimze reporting requirenments, propose alternative wa
to generate feedback, such as nonitoring workshops. Al so, if you wll
require other deliverables (data collection instrunents, data sets) from
nmoni toring contractor, you nust specify what they are.

Managi ng the PMP

Speci fying how the plan will be managed is especially inportant in
estimating the resources that will be required to inplenent it. Proposing
roles and responsibilities anmong stakehol ders, special skills that are
required for managing the PMP, a schedule, and a budget are critica

el ements of devel oping a scope of work for a nonitoring contractor.

The PMP design should provide at | east a rough indication of the roles ail
responsibilities for inplenenting and overseeing the plan. At this point,
you may only be able to specify which stakehol der organizati ons—USAI D
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partner institution, or contractor—have a role in the various aspects of
data col l ection, data managenent, and PMP managenent. At a future point,
can specify individual nanmes, what activities they have a role in, and w
type of responsibility they have. (See Attachment B and C for worksheets
that include responsibilities.)

Rel ated to the roles and responsibilities, the PVMP design should define t
special skills required of the contractor. Specify the educationa
background, training, field experience, know edge about the project area,
and | anguage skills you expect of the contractor team (See Sel ecting Dat
Col l ection Methods and Preparing Contractor Scopes of Work, 1985.)

Anot her conponent of PMP managenent is a schedule. A schedule will specif
key dates—eor tine frames—and frequency for collecting, analyzing and
reporting data, and providing other nmonitoring services to clients.
Establish a tentative schedule by asking PMP clients such questions as:

When shoul d nmonitoringMnitoring dates will be closely tied to the beg
begi n and end? endi ng dates of the activity.
When and how often do youThe nonitoring schedule will also be closely ti

need data or reports? information needs of the PMP clients.

Some clients will need nonitoring data to neet their reporting requirenel
such as the annual Results Revi ew and Resource Request (R4), to meke
deci si ons about future designs and funding. On-going collection of data \
allow you to respond to their informati on needs at any given tinme, and t«
prepare annual reports.

Typi cal Budget Line Itens
Sal ari es and wages for | ong and short-termtechnical assistance
Travel , transportation, allowances
Field office, supplies, equipnent

Benefits, overhead, and fees

Cont i ngenci es

A budget is a primary conponent of a PMP de sign. It should include |ine
itenms for the human and capital resources required to inplenent all aspe«
of the PMP.

A budget for performance nonitoring can vary enornously dependi ng on whet
you will inplenment the PVMP internally or contract it to |local or expatri:
nmoni tori ng experts, the type and nunber of indicators to be nonitored, tl
data collection nethods to be used, the sophistication of the data
managenent plan, and the frequency and conplexity of data anal ysis and
reporting. You may al so factor in host country or counterpart contributi«
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Under nost conditions, the budget for nonitoring and eval uati on should r«
from3 to 10 percent of the overall budget for the activity. (See ADS
E203.5.4.) Regardl ess of the amount, the cost of PMP should be justified
the value added of the information it generates.

Witing a Scope of Work

Investing tine in witing the best
possi ble SONw || help you save tine
and noney | ater on.

Once you have a prelimnary design and managenent plan for the PMP, you ¢
prepared to wite a scope of work for a contractor, if you plan to use a
contractor to inplenment the PMP. A basic understanding of PMP requirenent
will also allow you to wite a SONto design the PMP, should you require
such assi st ance.

If a SONVis carefully witten, the contractor will be better able to del

val uabl e i nformati on and services. In npost cases, you will get what you ¢
for. Likewise, if you are not clear about what is required, the contract«
may waste val uabl e resources guessing what the clients want. If you have
carefully worked through all the previous steps, you will be able to wit
good SOW A SOW shoul d address the foll ow ng:

Background of the activity - purpose, relationship to other SO RP
activities

Pur pose of nmonitoring - who will use the information, what they will
it for

Results, indicators, neasures - what information should be coll ected

Informati on services - estimte of standardi zed and customnm zed service
to be provided

Data collection plan - general ideas about data quality, schedul e,
col l ection methods

PMP managenent - schedule, roles and responsibilities, special skills
required

Deliverables - reports, instrunents, data sets

Avoi ding Common Pitfalls

Typi cal M stakes in PWMPs
Devel opi ng plans that are too expensive, conplicated, academ c, sl ow

Separating nmonitoring from managenent and pl anni ng
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I solating training nonitoring from SO RP nonitoring plans
*Collecting too much data or the wong data

Payi ng too much attention to data collection and too little to analysis

The two nost common pitfalls in PMPs are col lecting too nmuch data and usi
overly conplicated nmethods. Oten, excessive anmounts of data are collect«
that are never anal yzed and thus prove worthless. If you do not have a pl
for using the information, do not collect it! You should al so avoid data
collection nethods that rely on research standards that are difficult to
achi eve. These plans are unworkabl e and inpractical in devel opnent settil

A Checklist for Devel oping a PWP

Despite the | ack of blueprints for PMPs, there are standard questions yol
shoul d address as you custom design a PMP:

Who needs nonitoring informati on? Who are clients of the PWMP?

Why do they need nonitoring data? What would they do with it if the
had it?

What changes are expected at each stage of the activity?

How wi I | you know when the change has happened?

How much of a change is expected and when is it expected?

What data do they want you to collect?

What do the clients want done with the data?

How good must the data be? When and how often do they need it?
How shoul d the data be coll ected?

What are the data managenent requirenents?

How shoul d the PMP be nanaged?

What resources are needed to manage it?

If you are not able to adequately address all these issues, include them
a scope of work for whoever will design or inplenent the PM.

ATTACHVENTS
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A. Sanple Table of Information Users

ATTACHMENTS

A. Sample Tabke of Information Usexs

Whe needs monitoring information? What will they use
the information for?

Name Tiile Organization

B. Wrksheet for a Performance Monitoring Plan
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B. Worksheet for a Performance Monitoring Flan

Training Reult md Tnadicator Idimi- Data Source hiehed of Data Data Colledtion md Manage Data Analysis and Repoxting
Pafomance Indicabors | tion Uik of Mea- Colledtion Tt
Furenent
Schedule Respinsible Scheduled Responsible
Frequency Paxty Frequency Farly
Swategic OF jeotive - S0
Level £ Orpanimiond Fafivewhice - IR
-
1
Level 30 dyplicedon
Level I Leavning:
Level I: Hotifhoton:
I
C. Illustrative Summary of a Perfornmance Monitoring

Plan for Training Results
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D. Demand for Monitoring Services

Training Stage Standardized Services Customized Services

Collect Store/ Analyze Report Design Design Generate
Data Retrieve Data Data Data Plan Instruments | Special
Report

Level 1:
satisfaction

Level 2: Learning

Level 3:
Application

Level 4:
Organizational
Performance
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STRATEG C TRAI NI NG FOR USAI D

| NTRODUCTI ON

Strategic Training for USAID is a synthesis of HRDA Best Practices Guide
of research and application of performance neasurenent conducted by AMEX
International, Inc. during a two-year period beginning in 1994. The pur pc
of this docunent is to allow operating unit managers to inplenment

hi gh-i npact training wthout extensive study of the theory or practice of
t he concept.

The document conprises two parts. Part One, “The Principles of Strategic
Training,” describes its nature and significance, delineates its centra
el ements, and gives exanples of the abrupt changes that adoption of
strategic training will bring about. Part Two, “QGuidelines for Training

I npl enentation,” is intended to serve mssions in the execution of each
phase of the training cycle. The entire docunent is firmy grounded in tl
HRDA Best Practices Guide and is fully consistent with Agency policy. It
establ i shes the basis for a new approach to training which supports
results-orientation and teamwrk with partners. The approach presented
applies to all training, irrespective of technical area, |ocation, or
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durati on.

It is our hope that Strategic Training for USAID w || provide the inpetus
and direction for substantive change in the progranm ng of training for ¢
operating units and their partners. There is no doubt that the principa
beneficiaries of this process will be the ultimte custoners.

PART | : THE PRI NCI PLES OF STRATEQ C TRAI NI NG

A The New Approach

Changes fromthe past

Strategic training is not a new nane for an old concept. Many of the way:
whi ch m ssions have pl anned training, selected candi dates, and eval uat ed

programs will change radically if they adopt this approach. Long-term
training is likely to shrink as a percentage of overall portfolios, and
study and observation tours will be subjected to a new discipline. Third
parties, including Host Country Governnents, will need to be active parti

in Results Packages if they are to have any role in the selection of
candi dat es.

Does this departure fromold ways inply that m ssions nust reject their
accunul at ed know edge on training? Fortunately, it does not. It neans, il
fact, taking the best of |essons | earned and adapting themto the context
reengi neering. The HRDA Best Practices Guide and accomnpanyi ng subgui des,
whi ch are based on the finest contenporary thinking on training, have

| argely acconplished this task. They articul ate the nechani sm of strateg
training for devel opnent assistance. USAID m ssions should absorb Best
Practices into their programm ng and ensure that partners and contractor:
al i ke enbrace the new approach.

Strategic training is a powerful tool, an indispensable conpanion to resi
focus. It does not sit easily, however, with the old ways of doing busin¢
and as it takes its place in mssions, it will |eave sone victins:

» Schol arship, or bursary, prograns and their equival ent in observation
tours;

e General response to needs in inportant partner institutions;

e Training that lies outside the perineters of an operating unit's focus
even when deened to support highly worthy causes.

For those who believe that USAID s mssion is to cultivate the best and

brightest of a country through |ong-term academnm ¢ prograns or special sti
tours, who wish to do broad-based institution-building, and who desire t«
able to respond to conpelling needs, wherever they may lie, these | osses
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real. Nonethel ess, the advantages of doing training strategically offer
generous conpensation. And it is the only way to do training under the
directive of results-orientation.

Description

Strategic training is known in corporate and consulting mlieus as

hi gh-i npact training. In the USAID context, strategic training is

hi gh-inpact training that directly furthers attai nment of internediate
results. It differs fromnuch traditional training in targeting very
specific objectives rather than in aimng at general inprovenent.
Traditional training was typically activity-based and was evaluated in t¢
of outputs, such as numbers of people trained, or inputs, such as number
courses offered. Strategic training, on the other hand, is judged by
outcomes: its inmpact on trainees, their job performance, and the perform
of their organizations. The cozy assunption that all training is good is
so much contested as left irrelevant. In the new context, training will 1
be funded, whatever its intrinsic value, unless it fits clearly in a Resl
Fr amewor k.

Anot her way that strategic training can be described in contradistinctiot
traditional, activity-based training is through its enphasis on performi
change. Strategic training strives unabashedly to change individual job
performance and organi zati onal performance through the transfer of new
know edge, skills, or attitudes.

The performance concept has been unnecessarily nmystified. In the training
context, an individual job performance change is sonething one does in tl
wor kpl ace that one did not do before. OF course, that change should be
clearly attributable to the learning or attitudes acquired during trainit
The description of organi zational performance change is simlar: sonethil
the organi zati on does better or differently as a consequence of the trait
of its personnel. Since USAID s assistance is typically channel ed througl
institutions, strategic training's focus on organizational results shoul ¢
of great potential usefulness to teans intent on obtaining neasurable
successes.

Advant ages

In the U S. corporate sector, strategic training has cut costs and confer
ot her benefits. It offers simlar potential to USAID. The follow ng are
reasons why:

Clarity of purpose

No manager, auditor, or trainee should ever have to ask why a given trait
activity was programred, what it was nmeant to do for beneficiaries, or he
it fit into a mssion' s devel opment hypot hesi s.

Better results

Strategic training gets quicker and clearer results because it focuses ol
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the outcones of training rather than on the inputs or nunerical outputs.

Ease of nonitoring

Moni t ori ng becones easy because one cannot do strategic training wthout
knowi ng clearly what one wants. That sinple requirenment will suffice in
itself to render nonitoring a straightforward process. This should be
especially good news to Strategic Objective and Results Package teans in
reengi neered environnents, where nonitoring is a nandate.

| mproved reporting

USAI D s donestic stakehol ders are clanoring for results. Interestingly,
training is one area in which USAID has frequently produced denonstrabl e
i npact, but reports have often been absent, unfocused, or untinely.
Strategic training, through its clarity of purpose and ease of nonitoring
will greatly benefit reporting.

Better managenent of contracts and grants

Operating units will have contracts and grant agreements that are nuch
clearer in regard to expected outcones, or performance, of the inplenenti
organi zation. They will be able to assess the quality of performance thr«
results achieved, rather than by tasks conmpleted. They will be able to he
training conducted by entities with grants to the same standards as that
performed by contractors.

Enhanced relations with | ocal partners

Local organizations, both private and governnental, that benefit from
USAI D-funded training will enjoy closer, nore effective relationships wt
operating units. Training provided to host-country public agencies, for
exanpl e, has often been driven by exhaustive needs assessnents. Trainees
have been selected for poor as well|l as for good reasons. Strategic train
will inmpose new rigors on both the focus of training and the sel ection of
trainees. This discipline will facilitate working relations and lead to
results nore fully satisfactory to all parties.

B. Pl anni ng Strategic Training

Condi ti ons precedent
There are two overarching conditions precedent for strategic training.
1. Strategic training nust fit in a Results Franmework.

In the USAI D context, training cannot be called strategic unless it neet:
this condition. The first question to ask is, How does the proposed trait
contribute directly to an internediate result?
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2. Strategic training nust seek to address an organi zational, or group,
performance probl em

Frequently the organization is a formal institution, such as a mnistry;
sonetinmes it conprises an informal group, such as farners in a geographi
region. In other instances, the organi zati on may be a departnent, or
division, of a larger institution. The inportant factor is that whatever
entity, it have a recogni zabl e out put which can be neasured. The questi ol
ask is this: What is the institution (group, organi zation) not doing now
that we would like to see it do after assistance, in order to achi eve t h¢
expected results?

Strategic training is clear about organizational performance. It seeks t«
effect, or contribute to, changes in specific perfornmance areas, such as
productivity, quality of service, or efficiency in processes. It seeks

t hese changes because they are shown in the Results Franework to be
necessary for achieving a determ ned objective.

For any training activity, the responsible party in a Results Package Te:
shoul d be able to explain in concrete detail the organizational performi
problemto be addressed. Training programred sinply to strengthen a parti
institution is not strategic.

These, then, are the two primary conditions for strategic training: that
directly contribute to internediate results, and that it directly addres:
organi zati onal performance probl em

Q her inportant criteria

Strategic training is never projected on the basis of intuition, best
guesses, or hunches about what is needed. This does not inply that every
aspect of planning requires a formal study: needs assessnents of
institutions can sometines be conducted by sinple wal k-throughs, or
docunented by personnel with long tenure and reliable insight. But a
coherent |ogic must support each proposed training activity. The six
criteria bel ow enbrace the essential elenents of this | ogic:

e Al training responds to identified needs in the group, organization,
institution.

These needs should be directly relevant to the institutional perfornmance
problem A mnistry of agriculture my have needs ranging from word
processing skills for all clerical personnel to executive |eadership for
mnister. But if a Results Package focuses on extension services, it shol
not attend to training needs outside of the extension departnent, no matt
how persuasive the case for their inportance.

Adherence to this discipline will affect needs assessnents. Rather than
plunging directly into training needs assessnents, operating units shoul ¢
conduct organizational performance assessnents, of which eval uations of
trai ning needs form one conponent. Failure to conduct organizationa
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performnce assessnents risks omtting other necessary solutions to a
performance problem or even proposing training when it is not a solution
all. Secondly, needs assessnments should focus on rel evant organi zations
sub- organizations. In the past, m ssions have comi ssi oned sweepi ng

trai ning needs assessnents for entire institutions without regard to the
Resul ts Framework. This practice should cease. Targeted needs assessnent:
wi ||l save costs and generate far nore useful studies.

e The inpact of the training can be described in terns of changes in
wor kpl ace performance.

Any manager who proposes a training action should be prepared to descri b
not just the institutional performance problemto be addressed but also |
the training will alter the way trai nees work once they return to their
jobs. This criterion holds firmwhether the trainee is a bookkeeping cl el
or a chief executive officer.

Some staff may protest, initially, that to descri be workplace changes is
unr easonabl e denmand, or that it requires excessively detail ed know edge.
is neither one nor the other. To propose training as a neans to inprove
institutional performance is tantamount to proposing that specific jobs |
performed differently or better. One does not train an institution, one
trains individuals. And in nost professional contexts one trains themto
performin sone different or inproved manner on-the-job. To propose
results-focused training is to know what that job performance shoul d be.

« Strategic training rests on an analysis of requisite know edge, skill:
and attitudes.

Training inparts know edge, skills, and attitudes. That is all it can do.
This limted function makes it arguably the nost powerful tool avail able
devel opnment professionals, since only effective transfer of know edge ant
skills can assure the sustainability of prograns.

Shoul d a nmanager who proposes a training programbe able to specify the
preci se know edge or skills to be acquired through it? Not necessarily,
al t hough he or she shoul d have sone notion of requirenents, since the

i ndi vi dual has already identified job performance changes. But before t he
training delivery is contracted out, there nust be precise analysis of
skills needed. These skills or know edge nust be the right ones to enabl ¢
trainees to make the desired changes in their workplace. The |ogic of
progressing fromacquired skills to job application to organizati ona
(group) results is seanm ess, and all personnel should understand it. It i
the essence of strategic training.

e The choice of training |location and duration should match real needs.

Far too frequently, training in the past was divided into short-term or
long-term in-country or participant, based on budgetary constraints ratl
than on training requirenents. The historic bias in favor of U S. trainii
was reflected in Handbook 10, which did not even address in-country
prograns. The new gui dance contained in ADS 253 has taken into account tl
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very favorabl e evaluations of in-country training in many m ssions. Nunet
i npact assessnents of participant training have denonstrated a hi gher rat
of inpact fromshort-termtraining than from degree prograns.

Short-termtraining is likely to find favor in a results-oriented
environnment. In-country training enjoys advantages of cost-effectiveness
ease of oversight, anmong others. Decisions on |length of training and

|l ocation will nost likely be the right ones when they are dictated by t he
objectives for the training itself. Strategic training will ask, Wuat is
best Iength of training and best |ocation to obtain the I earning necessal
to effect changes in the workplace? M ssions should avoid | ong-term over:¢
training unless the payoff for the realization of Strategic Objectives i:¢
evi dent .

e Training prograns should aimat right nunbers of trainees.

Ri ght nunmbers can be equated to the concept of critical mass, which argus
that one nust train sufficient nunbers of people in an organi zation to m
an inpact on its performance. The concept, unexceptionable in theory, has
been too often interpreted to nmean that one should train as many peopl e :
feasible. In fact, under sone circunstances the right nunber could be on¢
two persons; in others it could be fifty. The organi zati onal perfornance
anal ysi s shoul d precede any estimtes of nunbers.

e Trainees should be selected on the basis of their ability to effect tl
wor kpl ace and organi zati onal changes desired.

The inplications of this criterion may disrupt established procedures. 11
the worst cases of trainee selection, missions have sinply accepted a gi\
nunber of people in lists sent by governnent agencies. Such |ists al nost
i nvariably include persons who are being rewarded with a privil ege, who :
bei ng renoved for conveni ence, or who have conpelling personal reasons f«
travel .

In the better cases of selection, formal comm ttees sel ect trai nees baset
their academ c prowess, their ability to articulate their objectives, ant
their record of professional conpetency. Such criteria are not uninportai
but they fail to satisfy the nost basic requirenent of strategic training

Strategic training does not inquire first into the innate abilities of tl
candi date; instead, it asks who are the people that performthe jobs
requiring change. The questioni ng begi ns by asking, Wat is the

organi zational (group) performance change the training is proposed as a
solution for? Then, What are the jobs that require better or different
performance? Finally, Are the people who currently do those jobs capable
| earning the new skills required, and are they conpetent to apply then? |
the answer to the last question is affirmative, then the pool of candi dat
has been identified—as |ong as the problem being addressed falls clearly
within a Results Franmework.

Sel ecting the right trainees neans understandi ng the purpose and scope of
the Results Package which the training is intended to support. A governm
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cl eari ng house cannot performthe selection function. Nor can a well-neal
body of em nent persons. Only individuals associated with the Results
Package can nmake such selections. M ssions which have already invol ved
partners in their planning should encounter no difficulty in adjusting tl
sel ecti on procedures.

C. Monitoring Strategic Training

The four-1evel nodel

Training is used to transfer know edge, skills, and attitudes. Program

manager s expect that trainees will |learn and apply their acquired | earnit
effectively on their jobs. They then hope that the changes in job
performance will induce a positive inmpact on the trainees' organi zations.

Thi s progressive path noves through four levels: the | earning environnent
the transfer of know edge and skills, application to the job, and

organi zational results or institutional performance. Wth each | evel the
value, or worth, of a training activity increases.

Proper nonitoring foll ows each I evel for every training program NMonitori
training in this manner allows for tinmely correction of problens, easy
refinement of future prograns, and accurate assessnment of the reasons fol
bot h successes and fail ures.

In reengineered missions, monitoring is a mandate: it cannot be avoided, nor can it be deferred until late in projects, asisthe
case with evaluations. Monitoring is ongoing and signals activity managers when there are problems to attend to. Monitoring
also alows for accurate, on-time reporting.

Monitoring responsibilities

Moni t ori ng has conmonly been viewed as a tinme-consunm ng, conplex, and

t hankl ess process. The system proposed for strategic training bears none
these burdens. It is sinple, transparent, well-docunented, and easy to
teach. Much of it can and should be out-sourced. Training providers, for
exanmpl e, should be held responsible for nonitoring | evel s one and two:
trainee satisfaction with the | earning environment and the acquisition ol
know edge and skills. Contractors with Results Package responsibilities
enconpass institutional performance may be held responsible for nmonitorit
at levels three and four: application of learning to the workplace and

i npact on organi zati onal performance.

By outsourcing nonitoring responsibilities in this manner, the burden is
positioned where it normally should be, and m ssion staff are relieved of
di rect involvenent.

Part 11, “CGuidelines for Training Inplenentation,” offers further
i nformati on on recommended procedures for nonitoring, and the Best Practi
subgui de, Monitoring Training for Results, covers the subject in detail
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D. Strategic Objective and Results Package Training Plans

Most mi ssions should consider their Country Training Plans as obsol ete.
Country Training Plans served the purpose of special projects, such as H
or CLASP(18), and seldomif ever reflected m ssions' true |evels of
investnment in training. In an environnent of results-focus and flexible
Resul ts Packages, a new approach is in order. Strategic Objective Teans
or—even better—Results Package Teans shoul d prepare their own training pl
for two reasons: to ensure the correct rationale for training, and to
contract effectively for services.

Ensuring the correct rationale

The first step in preparing an SORP Training Plan lies in institutiona
performance analysis. Any intermnmediate result which requires that an
organi zation or group (such as farnmers or wonen traders in a given regiol
do something differently or better than what it is doing at present
presupposes an institutional performnce gap. Performance analysis wll
determ ne whether or not training is required. Since institutiona
performance is the sum of job outputs, organizational performance gaps c:
only be closed by having some jobs done differently or better.

Not all job performance requires training. If a typist knows word proces:
but does not have a conputer at his disposal, procurement, not training,
will suffice to boost the typist's daily output. C osing perfornmance gap:

demands training when new skills or know edge are required to do a job i1
the fashion desired. This is the kind of sinple, straightforward anal ysi ¢
that shoul d precede every proposal for training; it forns the essence of
training plan. The basic questions the responsible operating unit should
are:

1. \What does the organization we are targeting assistance towards have t
do after assistance that it is not doing nowin order to further realizat
of the internediate result?

2. \What jobs need to be done differently, and in what way, in order to
achieve this inproved organi zati onal performnce?

3. Is training—the transfer of know edge, skills, and attitudes—equiret
effect the desired job performance? Wy?

Once these questions have been answered on the basis of sound know edge ¢
the organi zations, the rationale for training is established. Every
additional step follows logically fromthis basic analysis, and procurem
of services through performance-based contracti ng becones a transparent
process.

Contracting for training services

Contracting for strategic training requires considerable work in advance
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the procurenent. The rewards for acconplishing this work effectively are
cl ear expectations and i nproved contractor performance. The rewards are t
sane in strategic training funded under grants.

Prior to reengineering, contractors' performance in delivering training\
judged al nost exclusively on the basis of outputs: how many courses they
del i vered, persons they trained, participants they placed. This is not t«
say there was no surveillance of training quality, but such as there was
usual ly ceased after level 1: trainee appraisal, or satisfaction, with tl
program Rarely did missions, or their evaluation teans, trace the effect
of training on jobs and organizations. Usually they either did not posse:
the appropriate nodels for assessing inpact, or they | acked clearly
formul at ed objectives for doing so.

Procurenent of training services can conmence at several points. If an
operating unit knows precisely what know edge and skills nust be taught,
can contract directly for the design and delivery of the training based «
that information, or it can contract for appropriate off-the-shelf deli v«
In many cases, however, the rationale for the training may stop short of
such precision and will require a final refinenment of training needs

anal ysis. Any such analysis should be set in the npbst narrow possible fo¢
targeting only those needs required to bring about the new job perfornman¢
whi ch has been identified. There is no excuse in strategic training for
conducting conprehensive institutional training needs assessnents.

In many cases, contractors (or grantees) may have broad responsibilities
Resul ts Packages. In those instances where a contractor has funds avail al
for training and has identified a need, it should follow exactly the sam
procedures for establishing the rationale for training as any other
responsi ble entity.

When procurenent for training services is secured through conpetitive

bi ddi ng, the operating unit has an excellent opportunity for selecting tl
best provider by posing the right questions in a solicitation docunent.
RFP m ght, for exanple, require the offeror to describe how it proposes t
monitor training at the different levels. O it may sinply require that t
contractor follow the Best Practices Guide in planning, inplenmenting, ant
nmoni toring strategic training.

One cannot require a training provider which has no control over the mam
factors that influence institutional performance to be responsible for
change at the |l evel of the organization; the training provider cannot ev¢
be held responsible for application of learning to the job. But it can al
shoul d be held responsible for denpbnstrating that it has provided an
environnment propitious to relevant |earning and that the trai nees have
acquired the essential elenents of the curricul um

PART |1: GU DELI NES FOR TRAI NI NG | MPLEMENTATI ON
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| NTRODUCTI ON

“Quidelines for Training Inplenentation” is intended to serve all operati
units in the execution of each phase of the training cycle. It should not
viewed as an optional, or alternative, approach; it should be enpl oyed a:
directive for all training for each SO Team and Results Package. It appl
equally to contractors and grantees. Follow ng the guidelines presented
this docunent |ends a guarantee that all training funded by USAID w ||
support strategic objectives in the nost effective possible manner.

As this section of Strategic Training for USAID is intended to facilitate
the application of Best Practices, its format is designed |like a checkli:
for ease of use. The sections follow as closely as possible the flow of t
training cycle fromplanning to foll owon, recognizing that nmany activiti
are continual and resist being attached to a single phase. Each section
comrences with a brief overview and follows with specific guidance in the
formof a checklist.

The concepts are presented here with mni mal expl anati on. The user,
nonet hel ess, nust understand them thoroughly. Partially explained in Part
of this docunent, they are fully elucidated in the Best Practices Guide ¢
its acconpanyi ng bookl ets. Adherence to these guidelines for training

i npl ementation will assure the total integration of results-focused traitl
into the portfolio of operating units. Guidance on the |ogistics and

adm ni stration of training prograns should be sought in former Handbook :
and in ADS(19) 253.

A THE PLANNI NG PROCESS

Unlike training for general devel opnent, strategic training has a preci s«
and narrow focus. Unlike activity-based training, it concentrates on inp:
rather than inputs. Only those actions which fit clearly in a Results
Framewor k and whi ch have a | ogical connection to organizational or group
performance change can be designated as strategic training. Planning for
strategic training, therefore, conmmences at the | evel of an organization,
group, or institution. It asks what organi zational perfornmance changes n¢
occur in order to realize an internmediate result. Fromthat point on, it
wor ks backwar ds al ong the val ue-added conti nuum of training, from change:
the way trainees performtheir work to the new skills or know edge they 1
need to acquire. Strategic training cannot be planned or progranmed on tl
basis of general institution building for primary partners. It can only |
programred to cause specific perfornmance changes.

The principal criteria for effective planning

Verify that the training proposed fits clearly in a Results
Fr amewor k.



HRDA Best Practices Guide 119

Ensure that the training addresses an organi zational, or group, perfornmai
problem This problem nust be expressed in terns that are both specific
measur abl e.

Descri be the inpact of the training on changes in workplace performance.
These changes are ones which will be made by trai nees who apply to their
jobs the learning acquired during the training.

Specify the know edge, skills, or attitudes the training will inpart.
Make the choice of training location and duration match real needs.

Estimate correct nunbers of trai nees, based on the organi zati onal
performance anal ysi s.

Esti mate costs.

Be clear on the person with first-line responsibility for the program
REFERENCES

Best Practices Subguide No.1l: Contribute to Strategic Planning

B. COLLABORATI NG W TH STAKEHOLDERS

Training planned in isolation from stakehol ders could be strategic in the
but condemmed to failure or nediocrity in practice. Strategic training i:
nat ural consequence of the reengineering exercise in USAID and is support
of the core values of customer focus, teamaork, enpowernent, and
results-orientation. It is through collaboration with the diverse

st akehol ders of a training programthat one reinforces core values and
greatly bol sters chances of success in results. Stakehol ders invariably

i ncl ude the Results Package team the beneficiary organization or group,
ultimate custonmers, and the trainees thenselves. They also include the
entity responsible for organi zing and nmanagi ng the training. Collaborati«
with stakehol ders confers a sense of ownership of the training across a
broad audi ence and a shared responsibility for its outcones. Collaboratit
with stakeholders is a responsibility of both the Results Package Team ai
the actual inplenenting organization. The criteria bel ow do not distingui
anong these responsibilities, which will vary fromprogramto program

I dentify stakehol der group.
Identify client in beneficiary organization.
Hol d st akehol der neeting.
Get agreenent on organi zati onal performance probl em
Secure cooperation of client.

btain a witten training agreenment with beneficiary organization.
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Make st akehol der coll aboration a responsibility of inplenenting
entity.

Ref er ences
Best Practices Subgui des:
Col | aborate with Stakehol ders

Contribute to Inprovenents in Organizational Performance
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C. | DENTI FYI NG TRAI NI NG NEEDS

Strategic training mandates a new approach to the identification of trait
needs. In the past, needs assessnents bore no direct, causal relationshij
a nmeasurable result, and they commonly were inventories of a vast range ¢
needs in entire institutions. Under strategic training, a needs assessnel
is conducted only after an organi zati onal performance problem has been
clearly identified and traced to required changes in individual job
performance. The needs assessnent then reveals precisely what |earning m
be acquired to change, or inprove, job performnce. Under strategic
training, then, needs assessnents are likely to target only sone small p:
of a large institution. They apply to whatever internediate result is in
guestion in a Results Framework. Properly planned, a training needs
assessnent fornms part of an overall organizational perfornmance assessnent
The traini ng needs assessnment will actually identify certain know edge,
skills, or attitudes that are to be transferred to trai nees.

Articul ate the neasurabl e performance change desired for the group or
or gani zat i on.

Descri be deficiencies in actual job performance that need to be overcone.
with the organi zati onal performance change, the job requirenents should |
been identified in a previous assessnment, study, or evaluation.

Ascertain that training is a proper part of the solution to the problem

Det erm ne the know edge, skills, or attitudes necessary to give the trait
the capacity to effect the workplace changes.

Di scuss these determ nations with stakehol ders fromthe beneficiary grouj
or gani zat i on.

Make certain that the training provider is given the mandate to inpart tl
know edge or these skills.

Ref er ence:

Best Practices subguide, lIdentifying Training Needs in the Partner
Institution
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D. SELECTI NG TRAI NEES

Strategic training inposes new discipline on the selection of candi dates.
will not permit a schol arship-type selection, in which the primary critet
for choosi ng one candi date over another is his or her academ c or

prof essi onal aptitudes. In strategic training, the planning process

di scl oses the jobs that nust be perforned differently or better in order
resolve, or contribute to resolving, an institutional performance probl el
Responsi bl e parties should inquire, Who are the persons currently perfori
those jobs? Are they capabl e of |earning new ways? WI Il they have the
ability and volition to apply their learning after training? If so, then
t hese people, or sone nunber of them represent the right candi dates for
selection. |If not, then one nust seek other individuals who will be hire
performthe jobs in question and who have the requisite aptitudes. Only
peopl e involved in a Results Package or Strategic Objective Team can make
proper selections. This point is extrenely inportant, since only those
people will have the know edge of the performance issues and sol ution sy:
to make correct judgments.

Constitute a selection commttee fromthe concerned Results Package Team
State first the target group, organization, firm or institution.

Express the performance change desired.

Speci fy which jobs nust be perforned differently and how.

Li st the persons who do those jobs now.

Inquire into their ability to learn fromand apply training.

Make sel ections fromthis pool of candidates or seek others better
qual i fi ed.

Ref er ence:

Best Practices @i de
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E. PREPARI NG TRAI NEES

No trai nee should enbark upon training without a clear understanding of t
program s explicit purpose. Under non-strategic training, participants of
departed for study tours, internships, sem nars, and degree progranms wtl
only broad notions of inprovenment and a conmtnment to submit a witten
report upon return. But trainees are principal stakeholders in any train
program As such, they have a vested interest in its success. The succes:
training only begins with the increased capacity of the trainee; it ends
closing an institutional performance gap. This is true of in-country, U. !
and third-country training; it is equally true of long and short-term
strategic training. The entity responsible for the training, whether a
Resul ts Package team a grantee, or contractor, has a responsibility to
prepare the trainees for their experience.

VWhenever practicable, neet directly with trainees, either individually ol
a group.

Explain the internediate result for which the training is programmed.

Descri be the institutional performance problemto be addressed and how it
relates to the internmediate result.

Expl ai n how certain jobs nmust be perforned differently in order to close
group, or organizational, performance gap.

Describe in clear, objective, and neasurable terns the new job performanc
that will be expected of the trainee after the training.

Secure the trainee’ s concurrence wth this expectation.

Require that the trainee prepare an action plan prior to the training whi
details how he or she will make the necessary changes.

Do not require of the trainee the traditional trip report. Instead, nand:
that he or she agree to cooperate with foll owup nmonitoring of the train

Ref er ence:

Best Practices @i de

F. MONI TORI NG TRAI NI NG

Under reengi neering directives, continual nonitoring, rather than
end- of - proj ect evaluation, is a mandatory procedure. Mnitoring strategic¢
training is inmportant because it permits tinely correction of problens,
provi des solid evidence of success, and serves as the vehicle through whi
accurate reporting on results can be made swiftly and easily. Mnitoring
not a nysterious body of know edge accessible only to specialized expert:
The nodel devel oped under the Best Practices series offers an approach
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easily understood and applied by managers in any technical field. In the
present context, we are not concerned with overall prograns, e.g. with
program obj ectives, planning, and adm nistration. W are nonitoring here
results, or effects, of training. W are tracking inpact: what happens t«
i ndi viduals, their jobs, and their organi zations once training has begun,
and after it is conpleted.

Ascertain that the planning has been strategic, i.e. has begun with an
anal ysis of institutional performance change, working backward to know ec
and skills through changes in individual job performance.

Make a sinple statenment of the baseline for job and organizati ona
performance. The baseline is the present state of performance or capacit)
opposed to the desired state.

Plan to apply the four-level nonitoring nodel: satisfaction, |earning,
application, and organi zational results.

Det ermi ne which party will be responsible for nonitoring at each | evel
(Normally the training provider is responsible for |evels one and two).

Wite nonitoring responsibilities into contracts and grant agreenments; w
applicable, include levels 3 and 4 responsibilities in witten training
agr eenent s.

Exam ne and approve the nonitoring approach and instrunments of each part)
Speci fy schedul es for providing nonitoring data.

Require data and data sunmaries rather than narrative reports.

Gve tinely feedback on and recognition of nonitoring reports.

Ref er ence:

Best Practices Subguide, Mnitoring Training for Results

G FOLLOW ON

USAI D general ly uses followon to refer to post-training activities that
ensure, enhance, and | everage the inpact of training. Unfortunately, the
termis often used with great vagueness and is associated closely with
partici pant al ummi associations. Equally unfortunately, followon is oft¢
an after-thought. Despite m sconceptions, followon is indispensable to t
overall success of progranms using strategic training. Furthernore, foll o\
cannot be planned effectively after training has been conpl eted. Because
is intended to obtain the greatest possible inpact fromtraining, it nust
i ncorporated into the planning and inplenentati on phases of the training
cycle to be effective. Alumi associations are only one anpong nany opti ol
for post-training activities, and they are far fromthe nost inportant f«
followon for strategic training
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During the planning phase, describe in precise terns the nature of the
i npact desired fromthe training at organizational and program| evels.

Est abl i sh working rel ati onshi ps with stakehol der groups, especially with
customers in the beneficiary organization.

State a foll owon objective for any training programor group of simlar
prograns, including in-country.

Contact existing |local associations and societies that m ght have an
interest in knowi ng about the training or in using or enploying trainees.

Ensure that trainees know clearly the programmatic objectives of their
training.

Perform nmonitoring scrupul ously. Mnitoring at levels 3 and 4 (workpl ace
application and organi zational results) is part of follow on.

Enter into projects for alumi organizations slowy and carefully, asking
guesti ons about purpose, interest, funding, and sustainability.

Ref er ence:

Best Practices Subguide, Provide Followon Support to Trainees and Part n¢
Institutions
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Endnotes

1 (Popup - Sour ce I nfor mation)

Devel oped for:

U.S. Agency for International Devel opnent
Human Resources Devel opnent Assi stance Proj ect
G HCD/ FSTA

By:
AVEX | nternational, Inc.
Creative Associates International, I|nc.

Washi ngton, D.C.
August 1996

2 (Popup - IR)
Internmedi ate Results

3 (Popup - Sour ce I nfor mation)

Devel oped for:

U.S. Agency for International Devel opnent
Human Resour ces Devel opnent Assi stance Proj ect
G HCD/ FSTA

By:
AVEX | nternational, Inc.
Creative Associates International, |nc.

Washi ngton, D.C.

June 1996

4 (Popup - HRD)

Human Resour ce Devel opnent

5 (Popup - NGO)

Nongover nment al Organi zati on
6 (Popup - HRD)

Hunman Resour ce Devel opnent

7 (Popup - NGO)

Nongover nment al Organi zati on
8 (Popup - NGO)

Nongover nment al Organi zati on
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9 (Popup - Sour ce I nfor mation)

Devel oped for:

U.S. Agency for International Devel opnent
Human Resources Devel opnent Assi stance Proj ect
G HCD/ FSTA

By:
AVEX | nternational, Inc.
Creative Associates International, I|nc.

Washi ngton, D.C.

August 1996

10 (Popup - SO)

Strategic Objective

11 (Popup - IR)

Intermedi ate Results

12 (Popup - HRD)

Human Resour ce Devel opnent
13 (Popup - SO)

Strategic Objective

14 (Popup - Sour ce I nfor mation)

Devel oped for:

U.S. Agency for International Devel opnent
Human Resources Devel opnent Assi stance Project
G HCD/ FSTA

By:
AVEX | nternational, Inc.
Creative Associates International, |nc.

Washi ngton, D.C.
August 1996

15 (Popup - Sour ce | nfor mation)

Devel oped for:

U.S. Agency for International Devel opnent
Human Resources Devel opnent Assi stance Proj ect
G HCD/ FSTA

By:
AVEX | nternational, Inc.
Creative Associ ates International, I|nc.
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Washi ngton, D.C.

August 1996

16 (Popup - Sour ce I nfor mation)

Devel oped for:

U.S. Agency for International Devel opnent
Human Resources Devel opnent Assi stance Project
G HCD/ FSTA

By:
AVEX | nternational, Inc.
Creative Associ ates International, I|nc.

Washi ngton, D.C.

August 1996

17 (Popup - HERNYS)

Human and Educati onal Resources Network Support
18 (Popup - CLASP)

Cari bbean and Latin Anerican Schol arshi p Program
19 (Popup - ADS)

Aut omated Directives System
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